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- Moving towards Organizational Agility 
The business environment of today is going through a dramatic change. Many organizations are 
moving towards organizational agility in order to be fast, flexible and future-oriented to meet the 
demands of dynamic, complex and fast-changing business world. Bureaucracy and command-
and-control authority are replaced by an adaptive and humane workplace where the focus is on 
delighting customers instead of creating more profit for shareholders.  
The approach of this master’s thesis was descriptive. The aim was to investigate the meaning of 
the agile mindset, a concept often heard in various presentations at Company X. In the theoretical 
part, the characteristics of the modern business environment, the agile mindset, and the 
organizational agility were discussed. Company X, a data and platform company, has started to 
explore new ways of working and thinking. One year after the transformation it was possible to 
evaluate the first experiences and thoughts of employees. The survey consists of the experiences 
of sixty employees regarding the “Company X Agile ways of working” and the agile mindset.  
Based on both the theory and survey, the leadership support was recognized as one of the key 
factors for a successful transformation. As agile radically challenges the existing management 
methods and roles in the hierarchy, changes in the organizational culture and structure are 
inevitable and necessary. The organizational structure and team structures, one of the main 
concerns of the employees, were considered from various perspectives. People and culture are 
at the heart of agile mindset. The results of the survey demonstrated several benefits of the new 
ways of working to the daily work, working environment and culture, personal growth and 
wellbeing. 
The agile mindset starts with each of us. 
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KETTERÄ AJATTELUTAPA TYÖPAIKALLA 
- Kohti organisaatiotason ketteryyttä 
Liiketoimintaympäristöt ovat muuttumassa dramaattisesti. Monet organisaatiot ovat siirtymässä 
kohti organisaatiotason ketteryyttä ollakseen nopeita, joustavia ja tulevaisuuteen suuntautuneita 
dynaamisessa, monimutkaisessa ja nopeasti muuttuvassa liiketoimintaympäristössä. Byrokratia 
käsky- ja kontrollijärjestelmineen korvautuu mukautuvilla ja inhimillisillä työpaikoilla, joissa työn 
keskiössä ovat asiakkaat eivätkä osakkeenomistajat voittoineen.  
Tämän opinnäytetyön lähestymistapa oli kuvaileva. Tarkoituksena oli selvittää, mitä ketterä 
ajattelutapa, termi, joka usein esiintyy erilaisissa Company X:n esityksissä, tarkoittaa. 
Teoreettisessa osassa keskusteltiin modernien liiketoimintaympäristöjen ominaisuuksista, 
ketterästä ajattelutavasta ja organisaatiotason ketteryydestä. Tieto- ja alustayritys Company X on 
jo alkanut hyödyntää uusia työskentely- ja ajattelutapoja. Ensimmäisen muutosvuoden jälkeen on 
hyvä arvioida työntekijöiden kokemuksia ja ajatuksia muutoksesta. Kyselyllä kerättiin 
kuudenkymmenen työntekijän kokemuksia ”Company X Agile ways of working”-tekemisen 
tavoista ja ketterästä ajattelutavasta. 
Teorian ja kyselyn perusteella johtajien tuki tunnistettiin yhdeksi menestyksekkään muutoksen 
avaintekijäksi. Koska ketteryys haastaa radikaalisti olemassa olevat johtamisen menetelmät ja 
hierarkkiset roolit, ovat muutokset organisaatiokulttuurissa ja -rakenteissa väistämättömiä ja 
tarpeellisia. Organisaatio- ja tiimirakenteet näyttäytyivät työntekijöiden huolenaiheina ja niitä 
käsiteltiin opinnäytetyössä eri näkökulmista. Ketterässä ajattelutavassa ihmiset ja 
organisaatiokulttuuri ovat ketteryyden ydintä. Kyselyn vastausten perusteella uudet työtavat toivat 
esille monenlaisia hyötyjä päivittäiseen työhön, työympäristöön ja -kulttuuriin, henkilökohtaiseen 
kasvuun ja hyvinvointiin. 
Ketterä ajattelutapa alkaa jokaisesta meistä. 
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1 INTRODUCTION 
It is change, continuing change, inevitable change, that is the dominant factor in society today. 
No sensible decision can be made any longer without taking into account not only the world as it 
is, but the world as it will be. – Isaac Asimov 
The business environment has been dramatically changing during the past few decades. 
Globalization, digitalization, automatization, technological innovations, improved ways of 
communication and new generations with new thoughts concerning work are creating a 
whole new environment for running a business. Customer expectations and global 
competition are accelerating. It is buyer’s marketplace. Digital disruption has enabled 
newcomers to compete with traditional organizations. Many companies are under a huge 
pressure: they must be fast, future-oriented and efficient, agile and flexible in this 
dynamic, fast-changing and complex business world. They need to learn new habits but 
also discard some already learnt. (Hesselberg 2018, 21, 30.) 
As a result of these changes in the business world and working life, management must 
move away from bureaucracy, command-and-control and micromanagement. Modern 
organizations are adaptive and humane. Instead of creating profit the new focus is on 
customers. (Bogsnes 2018.) As organizations need to be flexible and respond quickly to 
customer expectations, it is important to enable decision-making at the level where the 
work is done and where the collaboration with the customers takes place. Traditional 
structures with hierarchies are not flexible and fast enough to support this change. Agile 
mindset, in other words thinking and acting in more flexible manner to delight the 
customers, requires structural and cultural changes in organizations.  
Over the decades, several theories and plans have been introduced to help 
organizations to optimize the utilization of resources and to reduce the costs per unit.  
However, in 2001 seventeen software developers came together to uncover better ways 
of developing software and of serving customers. The Manifesto for Agile Software 
Development (Appendix 1) formulated by these developers expressed a whole new way 
of working that takes into account the uncertainty in the business and work.  (Hesselberg 
2018, 29.) Agile Manifesto with its four values and twelve core principles was 
revolutionary; first so for software development industry but by today the agile thinking, 
the mindset, is widely spread across the world to all kinds of organizations. Adopting 
agile into several business areas has caused the core concept of agile to evolve. Agile 
Manifesto was originally more focused on the high-performing teams whereas today 
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agile is spread to whole departments and organizations. Even the Manifesto did not 
explicitly mention the agile mindset, it is seen as a key element of the full agile 
management. (Denning 2018a, 3-4.) Today, being successful is not about creating more 
profit but instead of creating value and delighting the customers.   
Very often agile is understood through the visible practices and actions, but it is important 
to understand that being agile, in other words having an agile mindset, concerns much 
more than the methodologies and practices used to perform the work. Hence, to become 
a fully agile organization that is able to adapt to changes, the company also needs to 
embrace the agile mindset and culture. An organization is a mirror of its leaders’ beliefs 
and worldviews. If leaders believe in agility, this will be reflected in organizational 
structures and systems. People will start behaving based on these new systems and this 
will lead to a new culture, which is aligned with its leaders’ mindsets and views. The 
change cannot be forced and it takes time, but in order to have a successful 
transformation the complete organization with all its perspectives must be in line. 
It is important to understand that for some organizations the agile culture is the right 
choice to moving forward but for some it is not; this depends on the context and the 
purpose of each organization (Laloux 2014, 230). Before adopting agile, the reasons for 
adopting it need to be rationalized in order to avoid jumping on the “agile board” purely 
because of a trend. Simply looking at agile would not work. However, based on 
numerous books, articles, surveys and researches, agile is helping many organizations 
to manage the business in a new way.   
Jorgen Hesselberg (2018, 30) defines agile organizations as “enterprises that embrace 
uncertainty and execute with purpose, seek and explore new technologies and business 
models, execute proven product lines with confidence, predictability and quality. Agile 
enterprises understand that the speed is essential; the velocity at which they execute 
directly affects their ability to learn and adapt to change”. This ability to adapt to changes, 
the proactive attitude to improve and innovate, can lead organizations from “red oceans” 
to “blue oceans”.  
1.1 Background of the thesis 
Company X is a data and platform company. It was agreed that the name and details of 
the business of the company are not published in the thesis and therefore the company 
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is introduced as Company X. In addition, the names of the department and groups are 
anonymized. The regional department, which took part of the survey (Chapter 4), is 
referred to as WEU RD and two separate functional groups of WEU RD are called as 
Group A and Group B.  
Company X started to look into agile methodologies in 2009 when Agile Framework was 
established. Agile practices were first introduced to the software development and 
engineering departments. During the subsequent years, agile practices were adopted by 
many teams, but there was no systematic organizational implementation of agile 
practices and mindset. In 2016, agile drew everyone’s attention as the company, with 
the support of its leaders, started to explore new ways of working and thinking. (F. Rios 
and M. Timm 2019, personal communication, January 2019.) Since 2016 many steps 
have been taken along the way of transformation towards becoming more agile. In 2018, 
most of the employees of the WEU RD received internal and external trainings on agile 
and were encouraged to look for the new ways of working. Agile became a familiar word 
to everyone.  
Very often when organizations adopt agile it means that teams start to follow certain 
methodologies and practices like Scrum or Kanban. However, being agile and becoming 
agile is not only about following certain practices, frameworks or principles –above all it 
is a mindset. The agile mindset covers these practices, but to fully benefit from agile 
there is much more to explore and adopt. While teams are learning the new way of 
working by following practices and principles, setting up new roles and running projects 
in a more agile way, it is important to highlight why the work is to be done in a new way, 
what leads us to look for new practices, what the agile mindset means for the whole 
organization and where this new mindset can lead.  
It is essential to point out that this thesis is written from “the knowledge work” point of 
view. Additionally, the focus is on the organizational level transformation. Agile is not a 
response to every organization and to every challenge but as stated above, agile 
responds well to the demands of the new business environment especially in areas 
where new products and services are created and where innovation can flourish. Every 
organization can benefit from the agile mindset.  
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1.2 Research problem, goal and research questions  
The focus of the thesis is to understand what the agile mindset is about, why we need to 
embrace it in the entire organization and how the employees have experienced the agile 
transformation. In this thesis the key phrase is “agile mindset” and the whole thesis is 
built around that concept. In the internal two days agile training it was emphasized that 
“Agile is a mindset” and that “Knowledge does not equal understanding”. These two 
sentences have pushed the author to investigate further.  
The research problem is:  
• Organizational agile transformation is ongoing at Company X. Agile mindset is a 
phrase used in various internal talks, presentations and situations, but the 
concept of the agile mindset has been used without a clear definition of its 
content. Additionally, it has not been investigated how employees experience the 
agile mindset during their daily work.    
The goal is: 
• To increase the understanding about the agile mindset in the department. The 
thesis gives answers to the reasons why the transformation towards 
organizational agility is needed and what are the elements of change. The survey 
gives a voice to employees to share their experiences about agile. 
The research questions are: 
• What are the characteristics of the agile mindset? 
• Why do companies need new ways of thinking and working? 
• What are the elements of organizational transformation towards agility? 
• After one year of implementing agile, how do employees evaluate their work 
today in relation to certain characteristics of agile mindset? 
The thesis has two parts: the theoretical part (Chapters 2 and 3) and the empirical part, 
which is a survey (Chapters 4 and 5). The theory gives answers to the questions about 
the characteristics of the agile mindset, transformation into agile and about the modern 
business environment. The empirical part explores the experiences of the sixty 
employees of the WEU RD concerning the agile mindset.  
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As stated above, the focus of the present study is on the big picture of agility instead of 
agile principles, practices, tools or processes. The following areas have been excluded 
from the thesis:  
• Change management  
• Resilience, in other words person’s ability to adapt to change, is a very topical 
aspect but it was intentionally left out the scope of the thesis.  
• Scaling frameworks look ways to scale agility to the levels of organizations. For 
instance, SAFe (Scaled Agile Framework), is a model for scaling agile practices 
to larger-scale projects and to portfolio and program levels (Laanti 2014). 
In conclusion the focus of the study has been defined as the organizational 
transformation towards agile. In the agile mindset people and culture are at the heart of 
agile.  
1.3 Theoretical background and key concepts used 
The theoretical background of the thesis is based on Agile Manifesto, Ken Wilber’s four-
quadrant model, the concept of Agile mindset, Carol Dweck’s Mindset theory, Cynefin 
framework by Dave Snowden and Blue Ocean strategy by W. Chan Kim and Renée 
Mauborgne. Frederic Laloux’s culture model has been an inspiration to many topics. The 
concept of Agile mindset is the core of the thesis.  
• Agile Manifesto: Even agile has a long history of several decades, it is widely 
agreed to refer Agile Manifesto (2001a, 2001b) as a starting point to the modern 
agile thinking. The principles and values of Agile Manifesto are the core of agile 
movements (Appendix 1). 
• Ken Wilber’s four-quadrant model: According to Wilber, the originator of Integral 
Theory, all phenomena consist of four facets. To understand all aspects, the 
phenomenon should be looked from the outside, from the inside, in isolation and 
in its broader context. Only by looking at the phenomenon from all four angles it 
is possible to get “the integral grasp of reality”. (Laloux 2014, 226-227.) 
• The concept of agile mindset: Several models are available as the concept is new 
(first models seen around 2010). Models of Ahmed Sidkey’s agile mindset and 
Radtaq’s Agile Onion are well known and the latter is introduced here. Agile 
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mindset can also be referred to a concept which differentiates “being agile” and 
“doing agile”.  
• Mindset theory by Carol Dweck: The books and the articles read for the study 
referred often to Carol Dweck’s theories of mindsets. Therefore, the mindset 
theory was taken as the main viewpoint towards people’s attitudes and ways of 
thinking. Dweck divides mindsets into two: growth, in other words agile mindsets 
and fixed mindsets.  
• Cynefin framework by Dave Snowden: There are several approaches to look at 
management of agile organizations in the context of complex adaptive systems, 
such as “Learning Organizations” by Peter Senge or “Human Systems Dynamics” 
by Glenda Eoyang (Arell et al. 2016). In this thesis, Dave Snowden’s Cynefin 
framework for problem solving and decision making is introduced in Chapter 2.5. 
• The strategic aspects of Blue Ocean: The competitive advantage and growth in 
business come from market-creating innovations, which bring in new customers 
with major revenue growth. 
The approach of the study is descriptive. As the research problem brings up the need to 
describe the content and the concept of “agile mindset” it is necessary to rely on the 
literature and on the recently published scientific journals. Moreover, consultants and 
publications recommended or referred to by Company X’s agile coaches during the 
internal trainings are also seen as key sources of information. Two widely recognized 
agile surveys, “State of Scrum 2017-2018” and “the 12th Annual State of Agile Report”, 
bring important information and opinions from other companies around the world. Most 
of the literature and journals are in English and it should be noted that the scientific 
discussion about “agile mindset” in Finnish is very limited. Several studies and theses 
are written about agile but many of them have the focus on certain frameworks, 
methodologies or practices. Valtasola (2012) and Manninen (2018) both note in their 
theses that to find studies about agile transformation or comprehensive research on the 
agile organization is even more difficult. Software development remains as the main field 
of research.  
“Agile” and “agility” are ambiguous words with various meanings. The meaning of “agile” 
differs depending on the context. Agile is an umbrella term for a group of several 
management practices but it is also used to define a certain way of working and thinking.  
Generally speaking, there are even debates whether the word of “agile” should be written 
with a small “a” or a big “A”. In this thesis “agile” is written with a small “a” in order to 
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avoid any confusions. The key concepts related to this thesis are introduced in the 
section below (Table 1).   
Table 1. Key concepts of the thesis. 
Agile Agile is an umbrella term for a group of several management 
practices but it is also used to define a certain way of working 
and thinking. Often agile refers to the principles and practices 
originated from the Agile Manifesto (Appendix 1). Agile is 
often seen as an alternative to highly structured management 
approaches. 
Agile mindset Agile mindset encompasses the big-picture view on how the 
work needs to be organized and done in a dynamic and 
complex business world. It is a way of working and thinking 
as well as the attitudes and beliefs of the people. In addition 
to practices, processes and principles it covers the values 
and the cultural and structural aspects of an organization.  
Agile organization Agile organization is a high-functioning network of teams. It 
is a people-centered culture where continuous learning and 
innovation, fast decision cycles and value-creation for 
customers are at the core. An agile organization is able to 
adapt quickly to the fast-changing business conditions. 
(Aghina et al. 2018.) 
Agile transformation The concept of agile transformation can be used to describe 
changes at either team-level or at program or portfolio -
levels or to describe changes at the organizational level. 
Here in this thesis agile transformation means 
organizational, enterprise-wide transformation. 
Innovation Innovation is about creating new products or services and 
about creating new ways of working. It is crucial for an 
organization to be successful. 
Operational agility Making existing products better, faster and cheaper to 
existing customers. This known market space is also called 
as Red Oceans. (Denning 2018a; Blue Ocean Strategy 
2019) 
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Organizational agility Agility is the ability to operate, change and move fast in 
today’s turbulent and complex environment; the ability to 
successfully react and adapt to the changes and 
opportunities in the marketplace. Agility refers also to the 
organizational lifestyle and culture as well as to the 
approach to manage business in an organization. 
Responsive 
organization 
A responsive organization is able to adapt with the 
continuous changes and take the benefits out of it. It values 
experiments and continuous innovation. 
Self-management Self-management is an individual characteristic. A person is 
able to act independently without guidance and control from 
outside. (Martela & Jarenko 2017, 12.) 
Self-organization Self-organization is a group feature. Given structures, 
hierarchies or fixed roles are minimized. People organize 
themselves based on the needs and reshape as the 
situation demands. (Martela & Jarenko 2017, 12).  
Strategic agility Building new products and services for new customers 
which do not exist yet. It is the unknown market space. 
Strategic agility, so called Blue Ocean, opens up new 
markets and new financial resources. (Denning 2018a; Blue 
Ocean Strategy 2019.) According to Maarit Laanti (2014) 
some argue that Business agility, Strategic agility and Agile 
organization are all the same but simply have different 
viewpoints. 
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2 AGILE MINDSET 
Attitude is a little thing that makes a big difference. – Winston Churchill  
The need to change the way of working from traditional management practices to more 
agile management practices comes from the customers and the market requirements. 
The working in many ways need to become agile and flexible in this very dynamic, 
complex and fast-changing business world (Denning 2018a). Organizations which are 
able to adjust its elements and structures to better respond and operate in today’s 
environment are more capable of succeeding. 
People’s beliefs and mindsets manage behaviors. In the world of uncertainty, people with 
an agile mindset approach challenges with eagerness to discover, learn and find the 
most suitable solution possible. The growth mindset, in other words the agile mindset, 
embraces learning and innovative thinking, is willing to experiment and to grow from 
failures. The effort and the journey towards the goals are more important than the 
outcome and success. (Dweck 2017.) Agile organizations need employees and leaders 
with the mindset of growth. Leaders’ beliefs are reflected in the systems, behaviors and 
cultures of their organizations. 
Additionally, the agile mindset is about understanding the big picture of agility, which 
covers organizational values, agile principles, practices, tools and processes used. As 
agile radically challenges the existing management methods and roles in the hierarchy, 
changes in the organizational culture and structure are inevitable and needed. The more 
agile mindset is implemented, the more powerful agile becomes. The agile mindset is 
the basis for organizational agility.  
Three mindset-beliefs by Simon Powers are introduced in Chapter 2.5. The complexity 
belief is about understanding and admitting that there are no one-size-fits-all solutions. 
The end solutions for situations and problems are not always predictable. People belief 
puts the people first; the work is done by people and people are the most valuable asset 
for any organizations. Proactive belief highlights the need for continuous improvement, 
experiments, testing and learning. 
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2.1 Today’s business environment of VUCA 
Jorgen Hesselberg in his book “Unlocking Agility” (2018, 16-17) expresses today’s 
business environment through Volatility, Uncertainty, Complexity and Ambiguity (VUCA). 
The acronym VUCA (Figure 1) was created by military officers after the events of 
September 11, 2001 to describe the new era and the new operational environment. 
Later, VUCA was adopted by business leaders to express the “new norm”, the business 
environment characterized by uncertainty, rapid change and chaos. Global markets and 
globalization in general are widespread, in both the good and the bad. Everyone from 
everywhere has the access to the same data and competitors are worldwide. Global 
crises affect everyone, for example the financial crisis, global warming, and the 
unsustainable population growth. Peter Drucker, author of management thinking, quotes 
“The greatest danger in times of turbulence is not the turbulence – it is to act with 
yesterday’s logic”. 
 
Figure 1. VUCA: Volatility, Uncertainty, Complexity and Ambiguity (adapted from 
Hesselberg 2018, 16). 
In the world of VUCA (Figure 1), the speed of change increases and it becomes turbulent. 
The history does not predict the future and therefore estimates and forecasts are 
unreliable. Cause-and-effect relationships are rare and it is hard to estimate the effects 
as problems are highly complex. Ambiguity creates a lack of clarity. It becomes evident 
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that companies that are able to accept the environment of VUCA adjust and learn quicker 
than their competitors and are able to succeed. (Hesselberg 2018, 17.) The greatest 
opportunity for organizations lies in the way they discover and respond to unexpected 
problems, threats and opportunities (Hugos 2009, 49). 
2.2 Four-quadrants of organizational reality 
In the VUCA-world, agile enterprises are comfortable with the reality that the future is 
unpredictable. The organization is restructured and designed in a way that it can adapt 
to the unknown and recover quickly. An agile enterprise does not resist change and the 
uncertainty of the future. (Hesselberg 2018, 31.)  
In this thesis, organizational reality is studied through Ken Wilber’s four-quadrant model. 
According to Wilber, the originator of Integral Theory, all phenomena consist of four 
facets. To understand all the aspects, the phenomenon should be looked from the 
outside, from the inside, in isolation and in its broader context. Only by looking at the 
phenomenon from all four angles it is possible to get “the integral grasp of reality”. 
Frederic Laloux applies the four-quadrant model to organizations as follows: 
organizations have quadrants of 1) mindsets, 2) behaviors, 3) culture and 4) systems 
(Figure 2). The model shows how culture, systems and structures, people’s mindsets 
and behaviors are all strongly tied together. While an organization is going through a 
transformation, all the aspects are equally important and all will need adjustment. (Laloux 
2014, 226-228.) 
Unconsciously or consciously, leaders set up the organizations to correspond to their 
worldview and beliefs. In short, if leaders believe (upper-left corner in Figure 2) in the 
value of self-organizing teams and autonomy they put in place structures and practices 
which support their belief (lower-right corner). The new systems create new behavior 
(upper-right corner) supporting and leading to a new culture with values (lower-left 
corner) appreciating for example collaboration, trust and psychological safety, freedom 
and accountability. Frederic Laloux points out that “an organization cannot evolve 
beyond its leadership’s stage of development”. (Laloux 2014, 41.) This is the reason why 
leaders have the critical and vital role in organizational transformations – leaders are the 
ones showing the way (discussed more in Chapter 3.3). 
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Figure 2. Ken Wilber’s four-quadrant model applied to organizations by Frederic Laloux 
(2014, 227). 
Similarly, as Laloux, Simon Powers (2017a) highlights that beliefs manage behaviors. 
Beliefs and mindsets, especially those of the leaders’, have a great impact on working 
environments by driving people’s actions and behaviors. During the transformation, 
previous habits and old ways of working need to be discarded and the organizations 
needs to start operating with new beliefs and principles – and it takes time. The change 
cannot be forced but an environment susceptible for adopting new can be created.  
When an organization has identified the most supportive culture based on its context and 
purpose it can start building the cultural elements by setting structures, processes and 
practices accordingly (arrow from number 4 to 3 in Figure 2), having role models to 
embrace the new culture (arrow from number 2 to 3), encouraging people to explore how 
their own beliefs and attitudes are balanced or unbalanced with the new organizational 
culture (arrow from  number 1 to 3). (Laloux 2014, 233.)   
In this thesis about agility several viewpoints of the quadrants mentioned are covered. 
First, the agile mindset and beliefs are discussed. Next, the optimal organizational 
structures for agile environment are covered. The focus is on understanding the roles 
and the needed behaviors of teams and leaders. After structures, agile culture is 
discussed in more detailed. 
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2.3 Mindset – the most powerful layer of agile 
Figure 3 illustrates, by the popular metaphor of agile onion, one viewpoint to understand 
what agile is about. The onion has multiple layers: tools and processes, practices, 
principles, values and a mindset. The more and fully agile is implemented, used and 
understood in the company, the more powerful it gets. It is easy to use visible tools and 
processes but on their own they do not give much value (Powers 2016a). Agile is a 
mindset above all. It is not solely a strategy, a methodology, a process nor a tool, neither 
a specific technique nor a certain collection of technologies. Simply, it is a belief-system: 
how we see the world and how we think and interact. It is about assumptions, attitudes 
and beliefs, which give us the basis for our actions.  
 
Figure 3. The onion-shaped circle about agile (original diagram from Radtac, this Figure 
adapted from Powers 2016a).  
In an agile environment there is a huge variety of tools and processes available. The 
most common tools include for example Hygger, SpiraTeam, Atlassian Jira (Software 
Testing Help 2019). Processes come from management practices such as Scrum, XP, 
Lean or Kanban. Practices, or how the work is done, are for instance standups, iterations 
or small releases, which are characteristics of Scrum. All these are important parts of 
agile management but do not give the full power and benefit for an organization. (Powers 
2016a.) Besides, the innermost layers of agile can be adopted under a “command and 
control” directorship without any changes in organizational structure or culture. As shown 
in Figure 4 this can be called as “doing agile”.  
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Principles are the rules agreed together, for instance “The work planned for a sprint will 
be completed on time” or “Teams must be self-organized”. Well-defined and commonly 
agreed values bind up the team and the organization together. Company values define 
the core of the company’s identity, beliefs, and affect the way the business is conducted. 
(Powers 2016a.)  One of the key agile values, trust, is discussed shortly in Chapter 3.2. 
To get the maximum power and benefit of agile the structure and culture often need 
radical changes (Figure 3). Bureaucracy and command authority are not characteristics 
of an agile organization. Agile structure and culture are discussed below in Chapters 3.1 
and 3.4.  
Nowadays it is common to differentiate between “doing agile” and “being agile” (Denning 
2018a, 3-4). When “doing agile” we follow some practices and when “being agile” we 
have the agile mindset (Figure 4). While an organization is going through the 
transformation both are needed. Michael Sahota (2016) estimates the benefits of these 
two for business as follows: 20% benefit when doing agile and 3 x when being agile 
compared with more traditional ways of working. Often organizations, teams or 
individuals start following agile or other practices “by the book” and later understand the 
essential (Auer et al. 2013, 20). On the other hand, it is difficult to being applying agile 
practices if there is no knowledge about the mindset. Therefore, it is better to start with 
“being agile” (especially when the transformation is at the organizational level), gather 
more understanding about all layers of the agile onion, practice agile and then improve 
at all levels along the journey towards better business. 
 
Figure 4. Agile is both “doing” and “being agile”. The differences between "doing agile" 
and "being agile" (adapted from Sahota 2016). 
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When an organization shifts to follow agile mindset, it means for example (Figure 4): 
• A new goal: every employee in the company is focused on creating value and 
innovation for customers. Values, attitudes and goals embrace this focus on 
customer delight. (Denning 2016, 13.) Discussed in Chapter 3.4 and 3.5. 
• Complex problems: Admitting and understanding that the problems of today’s 
business world are complex and end solutions are not always predictable. There 
are no one-size-fits-all solutions. (Powers 2017a.) Discussed in Chapter 2.5. 
• A changed role for managers: they are enablers for self-organizing teams, not 
controllers (Denning 2016, 13). They do everything to allow teams to work in an 
environment of safety and trust and in peace. Discussed in Chapter 3.3. 
• A new way of working: The work is done by autonomous teams by iterations, 
continuous improvement and structured practices in a transparent way. 
Bureaucracy is absent. (Denning 2016, 13.) Discussed in Chapter 2.5 and 3.2. 
• Belief in people: People are good and willing to contribute towards a successful 
future. Enjoyable working environment is built on trust. (Powers 2017a.) 
Discussed in Chapter 2.5 and 3.2. 
• New values: Employees are encouraged to innovate and learn. Everyone has 
an outlook to the future. (Sahota 2016.) Discussed in Chapter 3.5. 
• Wellbeing at work: When people are able to effect on their work, influence on 
how the work is done, progress and see the purpose in their work, they feel 
engaged. Rewarding policies are aligned with agile mindset. There is joy at 
work. Discussed in Chapter 2.5. 
• Horizontal communication: Communication and information flow is 
transparent without hierarchies (Denning 2016, 13). Discussed in Chapter 3.4. 
• New organizational culture: Includes for instance shared values, beliefs, 
attitudes, norms and standards, goals, roles, interaction between everyone 
(despite roles) and purpose of work itself and a connection to something bigger. 
Discussed in Chapter 3.4. 
The mindset is the most powerful layer of an agile onion. Agile, having its roots in 
software development, is currently implemented in the whole new set of management 
practices leading to a new way of organizing work and running companies and business. 
Below in the following chapters the agile mindset and organizational agility are discussed 
in more detailed.    
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2.4 Growth mindset: A characteristic for everyone to foster 
Carol Dweck, one of the world’s leading researchers in the fields of personality, social 
psychology and developmental psychology, has researched the power of mindset in 
every sector of life. Much of what is thought as a personality is growing out of individual’s 
mindset. Dweck’s research of more than twenty years shows that alongside with genes, 
nature, nurture or environment the most profound effect on individual’s life is the view 
adopted by them. Individual’s success is not only defined by abilities and talent, but 
rather by the mindset. (Dweck 2017.)       
Dweck divides a mindset into two: people may have adopted a so-called fixed mindset 
or a growth mindset, which is also called an agile mindset (Rising 2011). The 
characteristics of these two mindsets are listed in Table 2. It is important to understand 
that even categorizing these mindsets into two there is no “pure” growth mindset, neither 
is there “pure” fixed mindset (Dweck 2016). Mindset and the ways of thinking are 
important parts of individual’s personality, but these can be altered (Dweck 2017, 46). 
Based on the research it is shown that the mindset determines goals, defines the 
reactions towards failures and attitudes towards others’ successes and builds 
individual’s belief about effort and strategies (Rising 2011).    
Table 2. Characteristics of a fixed mindset and a growth mindset based on the research 
by C. Dweck (2017). 
Fixed mindset Growth i.e. Agile mindset 
Belief that you either have the 
intelligence or you do not. Your qualities 
are more or less fixed. Effort is needed 
by those who cannot make it based on 
talent. 
Belief that everyone can change and 
grow through hard work, good strategies 
and experience. Effort paves the way to 
mastery.  
People with a fixed mindset often have 
their focus on permanent traits. Often 
protect themselves due to being in fear 
of a challenge. 
People with a growth mindset often have 
accurate views of their assets and 
limitations. 
Belief that a success is about proving 
that an individual is either talented or 
smart. 
Belief that success is about developing 
and stretching yourself to learn new.  
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Fear of failing as failures measure and 
label individuals, define their identity.  
Failures do not define anyone. Failures 
are to be faced, dealt with and learnt 
from. Setbacks are motivating. 
Everything is about the outcome. Failure 
means that all has been wasted. 
Confidence in own skills is easily lost 
when mistakes are made. 
Regardless of the outcome the work 
done is valued. Confidence is gained 
through mistakes. 
Validation of worth is coming through 
talent, effortless success. 
Validation of worth is not coming through 
achievements and efforts. 
The outcome is most important! The journey towards the goals is most 
important! 
 
People with the fixed mindset often think that intelligence is something that you have 
been born with or not. They believe that everyone can learn new things and practice, but 
some people are smarter and more talented than others by nature. Because of the belief 
in intelligence these people think that effort and hard work is for those who cannot make 
it on talent alone. As they see themselves superior to non-smart people, they do not see 
a need to learn and be challenged. Actually, it is possible that they try to stay away from 
challenges and risks because they are afraid of failing. Challenges are seen as tests 
whether you succeed or not. Failure measures the individual’s value and defines their 
identity. These people rather step back and protect themselves from getting discouraged. 
Thus, people with the fixed mindset often strongly oppose any change and development 
and give up easily. (Dweck 2017; Rising 2011.) 
On the other hand, the people who have the growth mindset, or in other words agile 
mindset, see intelligence as something, which can grow as you learn and improve 
yourself. Abilities can be cultivated. These people are ready to work hard and believe 
that you can gain talent through effort. The growth mindset does not deny the fact that 
one person can have more natural talent than the other, but it emphasizes the power of 
purposeful practice. Failures are seen as important learning points. According to Dweck, 
people with the growth mindset are able to use and develop their minds fully. Limiting 
thoughts or fear of being defined by other people through their successes or failures 
does not occupy them. (Dweck 2017.)    
Dweck (2017, 126-127) points out that leaders with the fixed mindset often focus on “me” 
whereas leaders with the growth mindset talk about “we” and “us”. Agile leaders should 
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be the ones who refer to “we” and “us” when they talk. Self-confident leaders are willing 
to listen to their employees regardless of the employee’s status or job title. While an 
organization is going through change leaders show the way through growth and passion 
instead of a belief in their own brilliance (Dweck 2017, 132).  
By understanding these two mindsets it is possible to start practicing our minds. 
Everyone has elements from both mindsets and that mixture evolves through 
experience. The characteristics of the growth mindset are highly necessary and 
appreciated when setting up agile organizations and teams, leading people, solving 
problems, innovating and learning – in all the different aspects organization needs to 
address when making the change in the culture towards agility. (Hesselberg 2018, 133.)  
2.5 Three mindset-beliefs 
Simon Powers (2017a) introduces three mindset-beliefs which define the agile mindset 
from an organizational point of view: the complexity belief, the people belief and the 
proactive belief. First, it is important to understand that problems are complex and agile 
is a means to solve many problems of today, but not all. Second, people are well-
intentioned and worth of unconditional positive regard. Third, continuous and proactive 
work is needed in all levels of an organization. Organizations which embrace these three 
mindset-beliefs have all layers of agile onion (tools, practices, principles and values) 
aligned supporting solving adaptive and complex problems, people engagement and 
continuous learning (Figure 3). 
Complexity belief: No one-size-fits-all solutions 
The complexity belief is about understanding and admitting that problems and situations 
are complex, and the end solution is not always predictable. While trying to solve 
complex adaptive problems it is possible that the nature of the problem itself changed at 
the same time. (Powers 2017a.) In the world of VUCA, these complex and nonlinear 
problems cannot be solved by yesterday’s linear, cause-and-effect logic (Hesselberg 
2018, 21). As circumstances change and become more complex simplifications do not 
work. Good leadership understands that there are no one-size-fits-all solutions. 
(Snowden & Boone 2007.) In order to solve complex problems a leader needs to have a 
deep understanding about the context (Hesselberg 2018, 21).  
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Cynefin, a framework for problem solving and decision making, helps decision-makers 
to categorize a problem or situation based on complexity and to determine the best 
approach to make appropriate choices and produce solutions. (Snowden & Boone 2007; 
Powers 2017a.) The model makes it understandable why careful, advance planning does 
not necessarily help in getting results.  
Cynefin categorizes situations into five domains: Obvious, Complicated, Complex, 
Chaotic and Disorder (Figure 5). Obvious and Complicated contexts are part of ordered 
reality where cause-and-effect relations are valid and right answers are based on the 
facts. In Complex and Chaotic contexts, however, there is no order and no relationship 
between cause and effect. Fact-based management is based on reality with order 
whereas the unordered reality is the realm of pattern-based management. (Snowden & 
Boone 2007).  
 
Figure 5. Cynefin, a sense making model for problem solving (adapted from Snowden & 
Boone 2007). 
• Obvious domain: In this domain, it is easy to understand how the project or 
function operates and how the problem can be solved. Organizational basic 
operations and functions are usually part of the Obvious domain. Best practices 
and instructions work well in this environment and people know what is known: 
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performing a certain action will result in a known outcome. The approach to 
solving the problem is: sense, categorize and respond. (Honkonen 2018.) 
• Complicated domain: Experts are able to define the solution by evaluating and 
analyzing the problem (Powers 2017a). It may be possible to obtain an answer 
from history by following earlier examples. It is known what is not known. Often, 
to understand the situation a problem needs to be broken down into pieces. When 
each piece is understood, it is possible to understand the full problem itself. The 
behavior for solving the challenge is: sense, analyze and respond. (Honkonen 
2018.) 
• Complex domain: The solution cannot be predicted because the problem is part 
of a bigger, complex network with several interfaces towards other issues. While 
trying to solve the problem the problem itself changes. An example of this could 
be a new innovative product designed together with a customer. The product 
evolves based on the feedback received from customers and end users. (Powers 
2017a.) Analysis does not help, because cause-and-effect relations are 
understood after the problem is solved. Instead, by experimenting and testing it 
is possible to sense effects, respond and learn. (Honkonen 2018.) In this domain 
it is not known, what is not known.  
• Chaotic domain: In this domain, it is not possible to understand cause-and-effect 
relationships at all. Organizations try to avoid this domain as it is hard to survive 
in the reality of crisis and chaos. (Honkonen 2018.) The response is: act, sense, 
respond. In this domain, leaders work with unknown unknowns. (Hesselberg 
2018, 20.) 
• Disorder domain: Here it is unknown what kind of a situation is in question. 
Wrong tools and wrong actions are easily taken causing negative and even 
harmful decisions. The problem needs to be broken to smaller pieces to begin 
categorizing the elements. (Hesselberg 2018, 20.) 
Between Obvious and Chaotic domains there is a severe fall indicated by the small arrow 
in Figure 5, which illustrates the danger of falling from Obvious to Chaotic. It is because 
there may be too much trust in success and smooth progress causing a change of 
context to go unnoticed. There are enterprises that have relied on success without 
realizing the changes in the business environment leading to a catastrophe. (Snowden 
& Boone 2007).  
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For leadership, the Cynefin framework gives an understanding how to lead in different 
contexts. The Complex domain needs to be managed in a very different way than the 
Obvious domain. (Honkonen 2018.) Agile works best in the Complex domain to find ways 
to solve problems (Powers 2017a). Very often experts use the methods the most familiar 
to them but, for example, Complex problems cannot be solved by tools optimized for the 
Complicated domain. Simon Powers mentions yearly budget cycles as one of the 
examples where the tool for predictions come from the Complicated domain whereas the 
problem itself is complex and adaptive. Right problems need to be solved by using the 
right tools. (Powers 2017a.)  
People belief: People over processes 
The work is done by people and people are part of the process. The people belief 
highlights that people are good. Leaders need to trust that their employees are 
competent and willing to contribute to see the success of the company. Everyone is worth 
of unconditional positive regard. (Powers 2017a.) 
The agile mindset is about engaging people in the right way in the right environment 
(Powers 2017a). An agile organization is a workplace where people are committed and 
engaged. It is understood that people who enjoy being at work and who find the 
relationships meaningful will outperform their duties from day-to-day. Although methods, 
tools and technical details are all important, but they never replace people who 
collaborate toward creating value for the company. (Hesselberg 2018, 30.) 
The right working environment where everyone feels respected and secure to share is 
built on trust and psychological safety. Additionally, the right and motivating environment 
values the diversity and inclusion of employees. (Powers 2017a.) The hiring and 
retention strategy should ensure that the agile organization consist of people from 
different backgrounds. Embracing diversity means having employees from many age-
groups, ethnic backgrounds, genders and neurodiversity. An agile organization benefits 
from diverse viewpoints, opinions, backgrounds and skillsets. (Hesselberg 2018, 135-
137.)   
“Build projects around motivated individuals” is one of the principles behind Agile 
Manifesto (Appendix I).  Daniel Pink writes about the motivation of knowledge workers 
in his book “Drive” (2009). According to him traditional reward-and-punishment or carrot-
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and-stick motivators are effective for easy tasks in the short-term but do not work for 
complicated and complex tasks which are typical characteristics for knowledge workers. 
Pink notes that first as a starting point, people need to have an adequate and equitable 
salary to be motivated (Pink 2009, 35). When an employee is satisfied with their income, 
the motivation and satisfaction of work comes from much more profound elements:  
1) Autonomy means to be self-managed and to be able to choose how to do the 
work. Autonomy does not mean losing accountability. Instead, people want to be 
responsible for their work and time and to be able to select their own techniques 
to reach the goal. (Pink 2009, 106-107.) 
2) Mastery is “the desire of getting better and better at something that matters”. 
People have the desire to become better at what they do and to feel pride in the 
work they do. Lack of opportunities for self-improvement or personal and 
professional development at work are liable to make employees more bored and 
demotivated. Daniel Pink refers to Carol Dweck’s studies about mindsets 
(Chapter 2.4) and notes that the growth mindset, mastery-oriented thinking, is not 
always easy but as people stretch themselves and develop their skills they grow 
and make effort at things they desire. (Pink 2009, 120-125.) 
3) Purpose means people wanting to do purposeful work. They want to work for 
companies, which create value and services for a bigger purpose and which 
contribute towards a better place to live. People value time and want that the time 
spent at work to matter. This is the reason why employees need to have a clear 
understanding why they do the work they do and how their performance 
contributes to the organizational goals. (Pink 2009, 133-141.) 
Enthusiasm and inner motivation are the basis for autonomy and self-organization, both 
which are critical elements for motivated teams resolving complex adaptive problems of 
Complex domain presented above (Powers 2017a). Simon Powers (2017a) defines self-
organization as follows “Self-organization is the process whereby order arises from local 
interactions without external control”. Leaders manage the context and empower 
engaged and accountable teams. Self-management and self-organization are discussed 
below in Chapter 3.2. 
As referred above to the studies of Carol Dweck, the view of growth mindset brings an 
interesting perspective for recognizing people: traditional organizations reward and 
promote individuals for “being right”, for following a well-defined plan and executing 
accordingly but in agile organizations being successful is often about admitting that initial 
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assumptions were, in fact, wrong (Hesselberg 2018, 54). If a company wants to reward 
individuals, they should reward for learning and progress, seeking help from others and 
collaborating, trying new strategies, innovating, capitalizing on setbacks to move forward 
effectively or admitting errors (Dweck 2016). As discussed, above all, the agile way of 
working is about teamwork. Individual rewards may weaken the relationships within the 
team, reduce the trust they have for each other and their willingness to withstand 
pressures from the outside (Powers 2017b). The agile mindset rather embraces and 
rewards the success of teams instead of individuals. 
In addition to rewarding policies, other elements such as budgets and KPIs (Key 
Performance Indicators) have a significant effect on team dynamics. In an agile 
environment, for example, large budget cycles such as yearly budgets may create 
frustration for the team to deliver against a plan, which is no longer relevant. A team that 
does not feel able to change the direction when needed, be listened to or able to keep 
autonomy suffers from lack of commitment. (Powers 2017b.) Individual KPIs, team level 
KPIs or department level KPIs may not be in sync creating pressure for the individuals. 
If the individual KPIs are connected to the salary and yearly incentives, it may contradict 
the focus of teamwork.   
Proactive belief: Continuous improvement 
“At regular intervals, the team reflects on how to become more effective, then tunes and 
adjusts its behavior accordingly” (Principles behind the Agile Manifesto, Appendix I). This 
continuous transformation is applicable to organizations, teams as well as individuals. 
By revising past experiences, successes and failures it is possible to improve 
continuously. (Kessel-Fell 2019.) The proactive belief is about understanding the need 
for constant challenging, continuous learning and improvement at all levels of the 
organization, proactively (Powers 2017a). Getting better is never done. “Becoming agile” 
is a journey to last. (Hesselberg 2018, 31.) 
As the last Principle of Agile Manifesto states above, continuous improvement is 
profound part of the agile working methods. Retrospective evaluations, which are 
especially part of Scrum –practices, assess how a sprint went and how the goals were 
met. It evaluates which of the topics went well, if there were any problems and what can 
be done better the next time. Both the work itself and the way the work was done are 
evaluated. The goal is to improve continuously. (Auer et al. 2013, 18.) State of Scrum 
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2017-2018 –survey reports that 81% of the respondents were holding a retrospective 
after each sprint (Scrum Alliance 2017, 11). 
As written above, agile works best in solving problems in Complex domain. These 
problems are adaptive and complex with several interfaces – while trying to solve a 
problem, the problem itself changes. In order to understand how the problem changes 
and what are the actions are to be taken, we need to learn continuously as often as 
possible and as much as we can. It is important for the leaders to understand that 
operating in the Complex domain is about experimenting and accepting that the results 
may not be the most obvious ones. Overcontrol and imposing orders will fail. (Hesselberg 
2018, 20.) Experimenting is a good way to get an idea of a problem in each of the 
domains and not only in the Complex domain (Honkonen 2018). Testing and 
experimenting should be seen as obvious processes while resolving various problems. 
When people understand the principles, values and the mindset of the agile onion, they 
are able to find adaptive solutions and select the correct practices, processes and tools 
according to need (Powers 2016b). Similarly, as products are developed also processes 
need to be improved.  
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3 CULTURE OF AGILITY CHANGES THE GAME  
When you change the way you look at things, the things you look at change. – Wayne Dyer 
A group of large companies, members of the SD Learning Consortium (SDLC, having 
members as Microsoft, Ericsson, Riot Games and others), came together in September 
2016 in New York to discuss and articulate what agile is today, what agile stood for in 
their companies and how they were tackling the issues and challenges that they were 
facing. They all aimed to create workplaces with respect for individuals and that allowed 
for creativity and encouraged people to show their potential and also to be highly 
productive and profitable. All of them agreed that energizing workplaces are leading to 
continuous innovation for customers. After several days of conversations, these 
companies defined the four core elements of the agile mindset in their organizations:  
• Delighting customers 
• Descaling work 
• Enterprise-wide agility 
• Nurturing culture. (Denning 2018a, 4-5.) 
The companies agreed on the absolute need for continuously adding value for the 
customers. “Descaling work” means that the work is done in small batches by cross-
functional autonomous teams, having iterations, short cycles and continuous 
communication between customers as part of the daily work. Agility was seen as a way 
for the whole organization to think and how it is managed: agile mindset is embraced by 
everyone in the company and command-and-control bureaucracy is replaced by 
autonomous agile teams. Enterprise agility was seen as a never-ending commitment and 
journey to become more and more agile with systematic nurturing and strengthening of 
the culture with the agile mindset and behavior. Every department and each individual 
were seen as a part of the journey. (SD Learning Consortium 2016.) 
One of the main conclusions of this meeting was the recognition that the continuous 
innovation is dependent on the mindset internalized in the company. In addition, where 
the agile was covering only the usage of certain tools and practices, such as Lean or 
Kanban, without the needed mindset the benefits were observed to be few, if any. The 
companies highlighted that the four elements defined together show the new way of 
thinking where management goals, practices and values create a consistent approach 
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to continuous innovation, which is driven by the agile mindset. (SD Learning Consortium 
2016.) 
”Once a company embraces a culture of agility, it affects everything in the organization 
– the way it plans, the way it manages, the way people work. Everything is different. It 
changes the game fundamentally” (Denning 2015, 10). In this Chapter organizational 
elements are looked more in depth: what kind of structural and cultural changes are 
needed when transforming the company towards agility.   
3.1 Agile mindset equals less bureaucracy and new management principles 
Frank Martela and Karoliina Jarenko (2017, 17) refer to Gary Hamel (2011), who has 
defined three reasons why traditional organizations with bureaucracy are unable to 
respond to business needs and characteristics of new ways of working. First, if the 
decisions are made only at the top of the pyramid and the majority of the people are only 
executing the decisions made, there is a risk that good innovations and new ideas are 
left out and the company is not taking the full benefit out of all the resources and ideas 
available. Second, the workplaces and tasks require more and more creative expertise 
and independent decisions by highly qualified experts. With the high levels of hierarchy, 
it takes time get approvals for ideas, experiments and even small decisions. Necessity 
for multiple steps to get approvals is making it difficult to make reasonable decisions and 
experiments. Creativity cannot flourish and experts become demotivated. Thirdly and 
most importantly, simply, bureaucracy is slow. It cannot act fast to fulfil customer needs, 
to adapt and to be flexible. It cannot deal with a lot of complexity. 
Respectively, State of Scrum 2017-2018 –survey reports that the main reason causing 
tension between Scrum teams and organization is the “Adherence to top-down, 
command-and-control management approaches” (Figure 6). The responses confirm that 
the agile way of working requires changes in the organizational culture and the structure, 
new management approaches, training, support and communication. 
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Figure 6. Reasons causing tension between Scrum teams and organization (adapted 
from Scrum Alliance 2017, 23). 
Stephen Denning (2018b, 15-17) introduces the main differences between bureaucratic 
structures and agile structures in Figure 7. Agile teams, as well as organizations, are 
structured more horizontally consisting of all the necessary stakeholders and having 
minimal amount of hierarchy and bureaucracy. An agile organization is a hierarchy of 
confidence, not a hierarchy of authority. Talents and capacities contributing to the 
success can be internal and external, in other words originating from the inside or the 
outside of the company. The structure is more like a fluid, interactive network or an 
ecosystem of people sharing the same interests. The new business environment 
encourages organizations to connect and network with other organizations, services, 
stakeholders and even with competitors.  What is very different from bureaucratic 
organizations is the active participation of customers. (Denning 2015, 10.) The whole 
agile organization is highly focused on creating value and delight to its customers and is 
actively exploring new advantages and markets. (Denning 2018a, 6.) 
33 
TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Kaisa Pusenius 
 
Figure 7. Bureaucratic teams and organizations versus agile teams and organizations 
(adapted from Denning 2018b, 15-17). 
Based on Denning (2018a, 6), to be fully agile and entrepreneurial “the whole 
organization needs to embrace the agile mindset and function as an interactive network, 
not a top-down bureaucracy with just a few teams implementing agile tools and 
processes”. The mixture of bureaucracy and agile teams hardly ever works. Hierarchical 
structures do not go hand-in-hand with non-hierarchical cultures. If the power of decision 
making is still kept at the upper levels of hierarchy, agile teams cannot work 
independently, make decisions locally and respond quickly to the changes and needs of 
the customers. Either bureaucracy suppresses the teams or teams take over the 
hierarchy. After all, the question is not about how many layers of hierarchy the 
organization has, but instead what matters is the mindset of the organization and its 
people. (Denning 2018b, 116.) 
In addition to new practices, processes and structures, Gary Hamel (2018) indicates the 
need to define a new set of management principles. According to him there are four 
principles, which are particularly crucial: transparency, competence, localization and 
upside.  
1. When an organization is transparent, every associate is aware of the profitability 
of every order. Michael H. Hugos (2009, 40) also points out that if a company 
wants to be responsive, the real-time picture of the operations needs to be 
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available for everyone in the company. In order to respond quickly and effectively 
the relevant information needs to be transparent and easily accessible from 
anywhere, by any tools and by anyone who is responsible.   
2. Key decisions are taken by competent individuals who have the knowledge, 
information and context to be empowered.  
3. To have individuals thinking and behaving like business owners the organization 
should be broken up to smaller, localized units. Each should have their own profit 
and loss responsibility. This requires, again, transparency in order to see the 
connection between individual’s contributions and the profitability. 
4. With “upside” Hamel refers to a possibility of individual and financial growth. Fixed 
roles, titles and salaries do not give a possibility to grow.   
According to Hamel (2018) these four principles are aligned with organizations that 
embrace the working in small agile teams. 
3.2 Self-organized agile teams are built on trust 
A team is the smallest building block of an agile organization and people are at the heart 
of agility. Generally, agile teams are small having a maximum size of ten people. Teams 
are cross functional, having knowledge and expertise from all sectors needed to build a 
product or service. Ideally, the team is stable and committed to the work 100%. The work 
is organized in short cycles to serve the customers better by listening and sharing 
feedback. Team members work very closely with each other, meeting very often, 
communicating constantly inside and outside of the team and making the work visible to 
all stakeholders. Continuous and rapid learning, development and experimentation are 
at the heart of the work. The team plans the work per iterations, estimates the time the 
work takes, has the power to make the decisions fast, on time, owns the processes and 
the quality of the work. The self-organized team no longer reports to the manager but to 
the client. (Denning 2013, 6; Denning 2018a, 5.)  
“The best architectures, requirements, and designs emerge from self-organizing teams”, 
is stated in the Principles behind the Agile Manifesto (Appendix 1). Self-management 
and -organization are vital for companies which want to succeed in a rapidly changing 
and competitive business environment. Self-management refers to a person's ability to 
act independently without the need for external guidance and control. First, to be self-
managed, a person needs to be self-motivated. This means having the ability to progress 
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and keep going without no-one sharing orders. Secondly, there needs to be a goal and 
orientation to direct and self-manage. Thirdly, a person must have the necessary 
expertise to reach their goal and ability to lead themselves. There is freedom and there 
is accountability. Hierarchy and traditional organizational structures with command-and-
control are direct opposites to self-management. Nevertheless, this does not mean “no 
structures”, but rather “minimal viable structures”, in other words, structures that do not 
restrict but hold a framework and guidelines to operate. (Martela & Jarenko 2017, 12-
13.) 
As stated, although the self-organized teams work independently and without direct 
management, the rules are put in place and defined together. While an organization is 
going through the transformation it is essential to coach the full company to enable it to 
understand what the key characteristics and roles of high-performing agile teams are 
(Powers 2017b). As agile teams are no longer under command-and-control -leadership 
but self-organized with the power of making local decisions close to the customer, the 
organizational culture needs to be changed. The practices cannot be followed if the 
culture is not aligned to support the new way of working. 
Simon Powers (2017b) defines two distinct parts of a team dynamic: “people and 
interactions on the inside of the team” and “interactions and interference from outside of 
the team”. When setting up teams, it is necessary to strengthen the interactions in the 
inside of the team and minimize the impact and pressure from outside. It is leader’s role, 
or for example the Scrum Master’s role, to systematically remove impediments for teams 
(Denning 2018a, 5). The role of a leader is very different from traditional organizations 
and is discussed below in Chapter 3.3. As the work within an agile team is very intense, 
it is important to create an environment of trust and psychological safety. 
Patric Lencioni (2012,4) writes about trust as the foundation, the starting block, for a 
high-performing team. There needs to be trust at a fundamental, emotional level between 
all team members. Without trust people fear for conflicts, they are unable to be open and 
to share information. It is difficult to show weaknesses, vulnerability, fears and mistakes 
if there is no trust and the feeling of psychological safety. As stated above, being agile 
and having the mindset of growth you need to be ready to take risks and accept mistakes 
and learn from them. Trust is not built fast; it takes time and it needs to be maintained. 
While a team shares experiences, runs tasks from end to end, understands the strengths 
and weaknesses, takes the benefits from different exercises to strengthen trust, the team 
is able to build a strong starting block for a high-performing team. (Lencioni 2014, 204.) 
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Powers (2017b) reminds that the relationships are personal connections between the 
team members and do not include managers. These relationships need to be cultivated 
from day-to-day. By knowing each other personally as human beings it is easier to 
recognize when a colleague is not feeling well and is, for example, under too much 
pressure. The value of team spirit cannot be underestimated. In the State of Scrum 2017-
2018 –survey by Scrum Alliance, “Lack of trust” was reported as the fifth biggest 
challenge (38% of 2000 respondents) with implementing Scrum.  
In an agile team, everyone is encouraged to share opinions and it is guaranteed that all 
team members are heard. Everyone has an equal voice. In a high-performing team 
discussions are vital. Communication is the key to overcome any fears or lack of 
commitment. In general, communication needs to be so clear that the same message is 
similarly understood by everyone giving the solid ground for making decisions. In an agile 
world it is sometimes necessary to make decisions fast and with lack of information. The 
team has to admit the existence of uncertainty and accept the fact that steps need to be 
taken whether those turn out to be right or wrong in the end. In an agile team, the work 
is done visibly and transparently to everyone. The whole team is accountable for the 
work, together. Small meetings in the mornings, for example so called daily standups in 
Scrum, are good checkpoints to review the work done and holding each individual 
accountable for the work. (Lencioni 2014, 222-223.) 
3.3 Great leaders who show the way 
Jim Collins’ (2010) studies on successful companies and leaders are known worldwide. 
Also, Dweck (2017, 110) refers to Collins’ book “Good to Great” while defining 
characteristics of leaders in thriving companies. Collins (2010, 46) divides leadership into 
five levels: 1) a highly capable leader, 2) a contributing team member, 3) a competent 
manager, 4) an effective leader, and 5) a self-realizing leader. His investigations show 
that the leaders who led their companies into greatness were Level 5 leaders. Leaders, 
who are humble and modest, having professional will, constantly asking questions, 
facing boldly both good and bad news and keeping faith for the successful future. These 
leaders have no need to prove themselves to be superior than others and have no need 
to boost their egos. Instead, they believe in the human potential and in development, into 
their own and the employees’ growth. Level 5 leaders surround themselves with people 
who have the knowledge, they are able to look failures in the face and seek skills and 
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capabilities needed in the future. These leaders have the mindset of growth. (Collins 
2010, 64, 68-69; Dweck 2017, 110.)  
Today, the term of “Servant Leadership” is often referred when discussing agile 
leadership. The term itself was introduced by Robert K. Greenleaf in 1970, but the 
interest towards servant leadership has grown in past decades (Spears 2005). Servant 
leaders and Collins’ Level 5 leaders share the very same characteristics. Servant leaders 
share power, consider everyone equally important, prioritize the needs of the others, and 
focus on enhancing employees’ growth and development so that they can perform to 
their best and grow (Kessel-Fell 2019). According to Greenleaf, servant leaders are 
those who have the natural will to serve first, desire to lead and act as role models. 
Servant leadership is a long-term approach creating a positive change in life and work. 
(Spears 2005, 2-3.) 
The role of agile leaders is seen as “enablers” or “servants” both for the self-organized 
teams and the whole organization. They nurture a working environment and culture to 
support trust and psychological safety, as stated above. They make sure that their teams 
have all tools and support needed to solve their problems and have the ability to focus 
100% for the work. They renew ways of working and thinking, support experimentation 
and continuous improvement. Leaders are not afraid of setbacks and are willing to take 
risks. They accept uncertainty and the environment of constant changes. They act as 
guides for better collaboration inside and outside. Leaders are good at communication, 
they enable dialogue, listen and inspire. (Järvi and Kosonen 2017; Kessel-Fell 2019). 
Jonathan Kessel-Fell (2019) encourages leaders to spend meaningful time together with 
their people. Even though leaders are not the ones delivering the products or doing the 
hard work, it is important that leaders understand the work of the teams, the basics of 
the practices with pros and cons, tooling, KPIs, assessments and especially the needs 
and concerns of their team. The so-called Gemba walks are used to gain more 
knowledge and insight into the work to help leaders to understand the world of their 
teams. 
To be a servant agile leader it is necessary to have the support of the other leaders and 
the whole organization. Without organizational vision and support the journey for a single 
leader is hard. Together all leaders can learn away from old assumptions and practices 
of top-down authority and get united with the new values, vision and direction to the new 
leadership which comes from the will to serve individuals, teams and the whole 
organization. (Kessel-Fell 2019.) 
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3.4 More attention to the organizational culture is needed! 
Each individual in the company plays an essential role in agile transformation efforts but 
the journey is very difficult, maybe even impossible, if the company as a whole does not 
have the same mindset. Very often the word “transformation” is used when a company 
starts adopting agile ways of working. Transformation is much harder than adoption as 
adoption changes only what we do and transformation changes what we are and how 
we interact and think (Appelo 2012). Therefore, transformation goes deeper into the 
cultures and the structures affecting everyone. Based on Jurgen Appelo (2012) 
employees do not have difficulties in adopting agile practices, but they struggle in 
adopting agile mindset because many organizational cultures resist it. 
The organizational culture tells us about the attitudes, beliefs, values, norms and 
standards, goals, roles, communication practices and processes within a company. It 
identifies what is important, how employees work to achieve the mission and the goals 
as well as how people interact with each other. As the elements of the culture are strongly 
linked together it is not sufficient to simply apply agile on certain elements. Maybe it 
works for a while but in the long run the organization is back with its pre-existing culture. 
(Sahota 2012, 7; Denning 2018b, 139.)  According to Stephen Denning (2018b, 139) 
changing the organizational culture is probably one of the most difficult things for an 
organization to attempt. The transformation in a medium-sized business may take 
approximately 24-72 months (Hesselberg 2019, 313). 
State of Agile –survey (VersionOne 2018) is a very known and widely cited survey giving 
insight into various agile topics every year. The 12th annual report, performed in 2017, 
includes responses from 1 492 companies. This report highlights that “organizational 
culture stands out as a critical factor in the success of adopting and scaling agile”. The 
three most significant challenges experienced in adopting and scaling agile were: 
organizational culture conflicts with agile values, resistance to change and insufficient 
support and sponsorship from management (Figure 8). Organizational culture as a 
critical factor was reported by 53% of the respondents.  
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Figure 8. Challenges of adopting agile based on the 12th Annual State of Agile Report 
(adapted from VersionOne 2018). 
State of Scrum 2017-2018 –survey by Scrum Alliance reports the same: out of 2 000 
respondents, Scrum Alliance members, 51% selected “Organizational design and culture 
made it difficult to adopt and scale” as the biggest challenge with implementing Scrum. 
Moreover, the survey asked for reasons, which were holding back agile transformation. 
The major factor, 57%, was “Organizational design and structure make it difficult” (Scrum 
Alliance 2017, 22). 
Both of these surveys show that agile transformation is seen forthcoming and very 
important for a business, but based on the results, organizational culture is not 
supporting the change. According to Simon Powers (2016a), the changes in the mindset 
result in changes in the culture. “Agile mindset is a perquisite for success implementing 
the new management practices”, writes Stephen Denning (2015, 12). It means that all 
levels, functions and teams including managers, HR, Finance, Legal, Sales, Marketing 
and many more adopt the mindset shift. Thus, as the change is about people, about 
changing the way of thinking, interacting and operating, large-scale and long-term, it 
takes time and it cannot be done all at once. (Powers 2016a.) What can be done is to 
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create organizational environments where people are supported and encouraged to 
grow (Laloux 2014, 40). 
Steps towards a new culture 
“The culture makes or breaks organizations, makes them thrive or stumble” (Laloux 
2014, 226). Ken Wilber’s four-quadrant model, presented in Chapter 2.2, introduces four 
quadrants for organizations: mindsets and beliefs, systems and structures, people’s 
behaviors and culture. Very often organizational changes are led from one or two 
viewpoints, or the “soft” interior perspectives are not seen as important as organizational 
machinery, the “hard” perspective. Instead, as stated above, the change needs to be led 
from all quadrants: beliefs and attitudes guide and lead organization to build its 
structures, practices and cultures accordingly. New systems affect behaviors. (Laloux 
2014, 226.)  
Jorgen Hesselberg estimates that there is always around 10-15% of employees who 
have hard times on adjusting to the organizational change and in changing their 
behaviors. Transformation to an agile organization is a major shift with a high impact on 
people and it is natural that people react. According to him, reactions and resistance are 
good. The leadership is responsible for ensuring a supportive environment through the 
times of transformation. (Hesselberg 2018, 131.) In the four-quadrant model while 
behaviors change and correct systems are in place to support organizational purpose, in 
the end the culture develops to embrace the mindset and beliefs of its leaders. 
Stephen Denning (2015, 11-12) defines five major shifts towards a new organizational 
culture (Table 3). First, the new goal for an agile organization is to create value and 
delight for customers. The new mindset should not be “top-down” or “bottom-up”, rather 
“outside-in” as the boss is the customer. Financial profit is seen as a result and not the 
goal as profit will follow continuous innovation. The work is done by self-organized teams 
and managers have “enabling mindset” focusing on removing any impediments 
preventing the work from being done. Bureaucracy is replaced by agile methods 
including an iterative way of working, direct feedback and transparency. As stated above, 
having the explicit trust into those doing the work is the key value. In the right 
environment with agile values and goals continuous improvement and innovation will 
develop. In the new culture communication is horizontal and interactive and where all 
stakeholders and all opinions are valued. 
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Table 3. Five shifts from traditional management to a culture of agility (adapted from 
Denning 2015, 12). 
Five shifts towards 
the new culture 
Traditional management Agile management 
Goal Profit for shareholders Customer delight 
Role Managers as controllers Managers as enablers 
Coordination Bureaucracy: rules, plans etc. Agile, Scrum, Lean etc. 
Values From value: Efficiency, cutting 
costs, predictability 
To values: Trust, 
transparency, continuous 
improvement 
Communications Top-down, command From command to 
horizontal conversations 
 
Denning interviewed Curt Carlson who was the president and CEO of SRI (the company 
which created Siri, for example) for his book “The Age of Agile” (2018) and asked, “What 
made the difference in changing the vision, organizational design and spirit at SRI?”. 
According to Carlson, in general, there are five practical key elements to concentrate on 
while transforming the culture:  
1) Good partners, internal or external, to provide perspectives and skills that the 
organization is missing 
2) There needs to be a common agreement on what is the need for the change. It 
is hard for the employees to start moving if they do not know why: What is the 
vision and where is the organization going? 
3) When the vision is clear, people need to know the plan. First, they need to know 
the vision and after that it is possible to proceed to the plan. (In addition, Denning 
reminds that after the vision and the plan it is important to put in place the agile 
management to cement the behavioral changes in place.) 
4) Focus on the early adopters! Not everyone is on board immediately but having 
some 5-10% as champions driving the progress and becoming the role models 
for the rest of the employees is a good start. 
5) Language used is critical; no demoralizing or misleading words. Clear 
communication about specific things is needed, just few themes at a time. 
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Repeating the message over and over again and in a positive way is necessary. 
(Denning 2018b, 150-151.) 
Sometimes the transformation steps start with informal small experiments with or without 
approval from the top management. Sometimes an agile team or teams are established 
to trial agile practices. Unfortunately, these kinds of approaches often stay as partial or 
temporary unless senior management starts to implement them into the whole 
organization. The transformation led by middle managers with high level of passion and 
inspiration would be one of the best approaches for driving the change. The combination 
of both top-down and bottom-up approach with true enthusiasm from all directions would 
lead to the both revolution and evolution of agile. If the transformation starts from top-
down, there is a risk to interpret such changes as “orders” or “forces” which are highly 
against the agile mindset. (Denning 2015, 13; Denning 2018b, 93-94.) 
A group of Finnish agile professionals gathered together some practical agile 
experiences from the field and published a book called “Ketterää kehitystä” (Auer et al. 
2013).  Based on the experiences of the writers it is very important to understand that it 
takes time to change the culture and mindset of the individuals and complete 
organizations. There are always risks in large organizational changes and therefore the 
change should be managed with care. These professionals highlight the importance of 
good leadership in leading the way through the transformation. Leaders should give 
training on what agile is about, what it means for the organization and in which order and 
when the change will take place. Good communication is effectively preventing the anti-
change movements and misunderstandings. Based on their experience, at first agile may 
be followed by-the-book. After the practices and principles are understood, in other 
words why things are made in a certain way, it is easier to adopt the core of agile, the 
mindset. There can be resistance from team members because learning a new way of 
working and thinking may cause an unreasonable burden and stress due to lack of time. 
Sometimes it is easier to dedicate a separate team to work with the changes or hire 
consultants to lead the way. (Auer et al. 2013, 20-21.)  
Michael Sahota (2018) notes that time to time agile is seen as a source of conflicts and 
tension when agile goals are in conflict with the organizational goals. He reminds that 
“agile is a means and not a goal” and agile is to be used where it makes sense. Agile 
needs to support organizational goals and make the organization and business 
successful. In an organization which is moving towards agility, everyone can start the 
change from themselves by acting in an inspiring way, creating communication, team 
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spirit, inviting people for discussion, supporting trust and psychological safety – acting 
with the agile mindset. 
3.5 From red oceans to blue oceans 
One of the reasons why organizations move towards agility is to adapt to global 
competition, rapidly changing business realities and customer demands. According to 
the first principle of Agile Manifesto “Our highest priority is to satisfy the customer…” 
(Appendix 1), the new goal for agile organizations is to delight the customer instead of 
focusing on creating more profit. When a company defines its direction and strategy, the 
customer needs and demands are highly listened. Every employee understands why the 
work and effort is done, what customers want and why they need the product or service 
in question. (Hesselberg 2018, 30.) 
Today, in a globalized world, the existing products and services get easily copied by any 
competitors around the world (Laanti 2014). Companies need to find new ways to 
compete against their competitors. Many static and old products turn into evolving 
services whereas the highest profits come from new innovations where no competition 
exists (Denning 2016, 10). To achieve competitive advantage in relation to competitors, 
companies seek for continuous innovation in products and processes. Insights on 
innovations are received from the customers: products and services are improved based 
on the feedback received from the customers. To have the ability to deal with evolving 
customer needs companies need to adapt in many ways, for example, their management 
roles, ways of working and communications. The agile way of working relies on small, 
cross-functional, self-organized teams where the work is done in short cycles together 
with customers. (Denning 2013, 5-6.) 
How does the title of red and blue oceans relate to the business and the customers? Red 
oceans are the known market spaces of today. All businesses with existing products and 
services are located in the red ocean: the competition for the known customers is difficult 
in the bloody waters filled with sharks. As the market space is very crowded, companies 
fight for a greater share. Increasing competition with limited demand makes it risky to 
play in these market spaces. Blue oceans, however, are the unknown spaces, which 
have not yet been explored. There are no industries and businesses, no competition – 
yet. For companies, this is an ocean full of opportunities and open for growth where the 
demand is created through new product and service innovations and experiments. There 
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is a great possibility for profitable and rapid growth when a completely new market is 
created and dominated. (Denning 2018, 121; Blue Ocean Strategy 2019) Innovative 
thinking shall be embraced to have the competitive advantage. 
Stephen Denning (2018) calls these oceans Operational agility and Strategic agility. 
Operational agility is about producing existing services and products better, faster and 
cheaper for existing customers. Strategic agility is about market-creating innovations that 
bring in new customers. Operational agility is a foundation and precondition for Strategic 
agility, but it may not be enough amongst the global competition as the major financial 
gains come from market-creating innovations. Companies need to look at the world from 
the customer’s point of view, companies do not find the ways to delight the customer, 
but they create the new ways by listening to the customer and market needs. Some 
“must-have” products are success stories out there telling about the need unknown: 
people did not know that they lack a “must-have” product before it was created. There 
are also stories about existing services or products, which were transformed from 
complicated and expensive to easy and affordable. Additionally, the boundaries between 
the industries are breaking down and whole new sectors are being reinvented. 
Organizations may expand to cover many industries at the same time. (Denning 2018, 
119-122.)  
“Unused employee talent or creativity is one form of waste” is one of the seven wastes 
of Lean concept. The biggest assets of companies are the employees. To reduce this 
waste there needs to be a culture of “equal voice”: ideas are heard despite the role or 
status of the messenger. Encouragement, brainstorming, training and separate time 
dedicated to creativity can lead to great innovations. Leaders can inspire employees to 
innovate through their own behavior by living and breathing the values and goals and by 
communicating transparently, openly and clearly. According to Estanislao Bachrach 
(2012) and his research about innovative business “new ideas can arise at any time, but 
they tend to occur more frequently the more relaxed we are”. He mentions a few 
successful companies, who encourage their employees to spend some working hours 
for exploration, dreaming, developing ideas and sharing ideas with their colleagues. 
Employees are allowed to go for a walk, paint, read, carry out activities that bring 
relaxation and enjoyment to discover new ideas and innovations. An environment without 
stress is fruitful for innovative thinking. (Bachrach 2012, 7, 210-211.)  
Innovation distinguishes between a leader and a follower. – Steve Jobs 
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4 SURVEY  
Research is creating new knowledge. – Neil Armstrong 
Scientific research is problem solving which seeks to clarify the laws, characteristics and 
principles of its area of study. Empirical research, or in other words observational 
research, may test a hypothesis or it may investigate reasons for a certain phenomenon 
or try to find a solution for a research problem. The goal is to gain answers to the research 
questions drawn from the research problem. (Heikkilä 2014a, 12.) In this study, the 
theory gives answers to many research questions concerning the agile mindset and 
organizational agility. The empirical part, the survey, investigates the employees’ 
experiences of the agile transformation at Company X. Through the survey it can be 
understood how the employees evaluate their work today after one year’s 
implementation of agile in relation to the certain agile mindset characteristics. 
4.1 Methodology 
There are several research methods available depending on the nature of the study. 
Methods can be broadly divided into qualitative or quantitative categories. (Ojansalo et 
al. 2015, 104.) However, both qualitative and quantitative methods can be used side by 
side (Heikkilä 2014b).  
Qualitative methods are often used when the subject of the research is not well known 
and requires deeper understanding. The typical methods used are thematic-, personal-, 
group interviews and participatory observations. Very often the sample is smaller than in 
quantitative research. Qualitative research seeks to gain a lot of information and data 
out of a small sample of people in order to understand and describe the phenomenon in 
depth. The results are legitimate interpretations. (Ojansalo et al. 2015, 105.) 
Quantitative methods are research techniques gathering quantitative, and very often 
numerical, data. The research can have a descriptive approach or an experimental 
approach. This study has a descriptive approach which is used to quantify opinions, 
behaviors or other variables. Typical quantitative methods are questionnaires or surveys, 
polls, structured interviews or experimental researches. The research often targets a 
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large group of people and the data received is analyzed through statistical methods. The 
results are presented as statistics, tables or graphs. 
In this study, both quantitative and qualitative research methods were used. Most of the 
questions of the survey (Appendix 2) were analyzed by statistical methods but the 
responses to the last question, which was an open question, were analyzed by SWOT-
analysis. 
The entire group of individuals, or objects, that form the focus of a specific scientific 
research is called “a research population”. The research population represents the 
collection of individuals or objects sharing similar characteristics. “A sample” is a subset 
of the research population. The research can be either “a census”, in other words a study 
where the entire research population is investigated, or “a sample study” where a 
sample, a group of representatives, is investigated. (Heikkilä 2014a, 12-13.) In this study, 
the survey invitation was sent to all 101 employees of the research population. 
The credibility of the study is assessed by the reliability (measurement reliability) and 
validity (meter accuracy) (Ojansalo et al. 2015, 104). Reliability refers to the stability or 
consistency of a measure. A reliable study should be repeatable. Validity means that no 
systematic errors can be found. Careful advance planning and meticulously considered 
data collection methods are needed to ensure the validity of the research. The questions 
of the survey should measure correct topics and cover the whole research problem. The 
correct identification of the research population, the comprehensive sample and the high 
response rate are all characteristics of a valid research. (Heikkilä 2014a, 27.) The 
reliability and validity of this study are evaluated below in Chapter 6.2. 
4.2 Data collection method 
In this thesis, the data collection method selected was a survey, a structured online 
questionnaire with 29 questions including four questions in the beginning gathering 
background information. The method was selected in order to receive numerical and 
comparable answers. If the research needs to be repeated later on, this format is easily 
replicated or used by another department. People at Company X are used to receiving 
similar online surveys at a regular basis, which made the selection of a data collection 
method easy. The average time to complete this survey was nine minutes. 
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The advantage of an internet survey is that it enables the collection of larger research 
data and it is relatively fast and efficient to perform (Ojansalo et al. 2015, 121). There 
was a need to select a method which can be performed incognito, guaranteeing the 
anonymity of the respondents. An incognito survey allows for sensitive questions to be 
asked. When a survey is performed online, there is no interaction between the 
researcher and the respondent. Internet surveys are not the most suited for open 
questions (Heikkilä 2014b) and thus this survey only had one open question at the end. 
Quantitative research methods, like a survey, are used if the terminology and the subject 
of the topic are concrete meaning that everyone has the same understanding about the 
concepts used. As there was a risk that “agile mindset” for example is a term understood 
differently by each of the respondents, the concept was used only once in the survey. 
The target was to keep the statements as concrete and simple as possible to avoid any 
misinterpretations and misunderstandings. In addition, most of the questions were 
related to the daily work to keep the questions practical. The focus was to get an insight 
into people’s experiences regarding the journey of becoming more agile. The last 
question gave the possibility to write opinions about the “Company X Agile ways of 
working,” a concept used in internal communications by the company. 
In this questionnaire, the answers were given by using the Likert scale, which is widely 
used to measure attitudes, opinions and perceptions. The scale used here was a 7-point 
scale offering options to answer from “strongly disagree” to “strongly agree”. There was 
a neutral midpoint in the middle of the scale. This scale shows a wider variety of opinions 
and pinpoints the topics which may need more improvements or additional focus later 
on. The total amount of questions was 29. The questions were categorized into eight 
groups: Agile transformation, Organization and own work, Agile-trainings, Attitude, Co-
operation between the Groups, Daily work in teams, Communication and Personal 
wellbeing. Each of the groups had three questions. The questions were formulated as 
statements in a positive manner and the range was presented in the most familiar way, 
following the same order as applied to Company X’s internal surveys. Likewise, the 
visualization of the results followed the same familiar pattern. The template used was a 
Microsoft OneDrive -template which was the format recommended by the company. The 
structured online questionnaire is to be found in Appendix 2. 
In Western European Regional Department (WEU RD) there are total of four functional 
groups consisting of 150 employees and managers. The survey invitation was sent in 
March 2019 via email to all 101 employees of the two functional groups of WEU RD: 
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groups of Data Analytics & Operations (Group A) and Planning & Coordination (Group 
B). These 101 people come from several teams within the functional groups, but which 
are in daily, or at least weekly, contact with each other. The other two functional groups 
were intentionally left out of the survey and the survey results cannot be applied to them. 
The survey was open for 2,5 weeks and got closed on the 12th of April 2019.  
      
Figure 9. The total amount of responses (f), the response rate and the split, relative 
frequency f(%) of the respondents. 
The research population consisted of 87 employees of Group A and 14 employees of 
Group B. The total amount of responses was sixty and the response rate in total was 
59% (Figure 9). As Figure 9 shows, 78% of the respondents were from Group A and 
22% from Group B. Thus, the response rate of Group B was very high, 93%, and 
therefore it is valid to note that the responses represent well the whole Group B in WEU 
RD. Instead, the response rate of Group A was 54%, which may create some inaccuracy 
in the analysis.   
4.3 Data analysis method 
There are both advantages and disadvantages in analyzing the results of a quantitative 
survey. The results of a survey can be quite easily analyzed with statistical methods. 
Results can be presented visually with nice graphs and charts. On the other hand, a 
survey with results can be seen as very light and superficial. It has been argued that a 
survey does not necessarily give enough background information on how seriously 
people have been answering the questions, how optimal the answering options were 
seen to be and how well the topic of the research was understood. (Ojansalo et al. 2015, 
121.) 
The total 
amount of 
responses 
(f)
The response 
rate
Group A 47 54%
Group B 13 93%
Total 60 59%
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In this survey, the results of 24 questions were analyzed by descriptive statistical 
methods. The results are presented in Chapter 5. This survey produced ordinal data, 
which is categorical, statistical data. The variables had ordered categories and the scale 
had a ranking of the Likert 7-point scale. First, the responses were analyzed as a whole 
and visualized through charts. Second, the responses were analyzed between two 
functional groups and presented by a crosstabulation. The results are presented below 
with the statistics of frequency (f), relative frequency f(%) and mode (Mo). No analysis of 
variance or T-tests were performed because of the small sample sizes of both Group B 
and managers. Third, the responses were analyzed and compared between the roles of 
analysts and managers. The calculations of mean, mode (Mo) and median (Md) were 
used for this analysis and the statistical presentation can be found in Appendix 3.   
The third analysis type performed is controversial. When variables are related to opinions 
analyzing mean is not necessarily recommended. Thus, according to many semantic 
differential surveys, variables are to be converted to an interval scale (Heikkilä 2014a, 
240). For this study, to calculate the average, the mean, for the responses the variables 
were converted from 1 (strongly disagree) to 6 (strongly agree) and the neutral opinions 
(neither agree nor disagree) were disregarded. For the mode (Mo) and the median (Md) 
the neutral responses were counted. The results of the role of “other” are not shown in 
the analysis to secure the anonymity of employees (two respondents).  
The results are visually presented mostly via “100% Stacked Bar”-charts which is a 
common way for Company X to present certain statistics. As Group A and Group B are 
very similar groups sharing the same historical background and are working together on 
a daily basis, it is justifiable to present the results with both combined together and 
separately divided between the functional groups. “100% Stacked Bar” can be used only 
for the full sample as the relative frequency f(%) is not an optimal way to present the 
results of small samples. Because of the fact that the other group was small but with a 
high response rate and the other group was much bigger with a smaller response rate, 
the results need to be interpreted with care. For the small samples, it is better to present 
the responses as actuals (frequency) to guarantee the transparency of the analysis. As 
stated previously, the results cannot be generalized to cover all groups of WEU Regional 
Department.  
Fourth, the last question, the only open question in the survey, was analyzed by 
qualitative methods and SWOT analysis. SWOT stands for Strengths, Weaknesses, 
Opportunities, and Threats. The responses were categorized into these four groups 
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accordingly. Here in the analysis, Strengths and Weaknesses were seen internal topics 
to the individuals and teams. In general, Strengths and Weaknesses are topics that 
people have some control over and are able to change. Opportunities and Threats are 
things that are seen more external and which are impossible to change by individuals. 
After the responses were categorized, it was possible to recognize areas, which were 
under control, which of the topics would need improvement, which could be opportunities 
for the company and which threats would need an immediate attention. The SWOT-
analysis is presented in Figure 29.  
This survey did not have questions that compared the experiences between the past and 
the present. It was decided that the focus would be on the present, “the status of March-
April 2019”. “Past” may represent different timelines for different people as employees 
were attending the trainings of agile at different times. Some of them have worked with 
agile for many years, some of them are exploring agile for the very first time. The impact 
of changes varies between the teams and individuals. The transformation has just started 
and the future changes are unknown. 
51 
TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Kaisa Pusenius 
5 RESULTS  
If you want to go fast, go alone. If you want to go far, go together. – African proverb 
In this Chapter, the results of the survey are presented. The goal is to share the results 
clearly, simply and consistently following the very similar visualization style as Company 
X applies in some of its internal communications. The survey with statements can be 
found in Appendix 2. Appendix 3 lists some statistics of the responses as per the roles 
of respondents. 
5.1 Questions about “Background information” 
The survey started with three questions related to the background of respondents. First 
background question was about the functional group, whether a respondent works in 
Group A or Group B. As stated above, 47 responses were received from Group A and 
13 from Group B. The response rate for Group A was 54% and for Group B 93% (Figure 
9). Both of the functional groups have the same products and projects to work with, but 
in Group A employees have more operational tasks and they perform analyses, where 
highly specific knowledge is needed. In Group B the work is concentrated on project 
planning and coordination. These functional groups work together on a daily basis. 
Figure 10 shows the amount and the percentage of all respondents as per their functional 
group. Analysts make up 73% of all respondents. 
 
Figure 10. The frequency (f) and the relative frequency f(%) of the roles of respondents 
per functional group. 
36, 60 %
10, 17 %
1, 1 %
8, 13 %
4, 7 %
1, 2 %
Group A: Analyst
Group A: Team Leader or
Manager
Group A: Other
Group B: Analyst
Group B: Team Leader or
Manager
Group B: Other
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The background questions 3 and 4 were related to the roles and agile trainings. The 
structure of teams and groups has evolved during the past few years and in 2019 
changes are to be continued in conjunction with other agile transformation efforts. During 
2018 the most suitable agile ways of working were investigated and some additional 
roles were created along the journey. The roles are: Agile Coach, Agile Evangelist, 
Product Owner and Scrum Master. Figure 11 shows that 33% of all respondents had one 
of the mentioned roles. In Group B, even 69% of the employees had an additional role 
although in Group A the actual number of individuals (11) having some extra roles was 
higher. Most of the Product Owners are located in Group B while Agile Coaches or 
Evangelists come from Group A.  
  
Figure 11. Additional roles related to agile per functional group. The relative frequency 
f(%) of all responses and the frequency (f) per functional group.  
The most relevant and topical trainings related to the agile transformation were Company 
X’s internal agile training and a training for Kanban foundations (Figure 12). Out of all 60 
respondents 55 (92%) had attended the internal training and 30 (50%) Kanban-training. 
Out of 44 analysts 40 of them (91%) had attended the internal training and out of 14 
team leaders or managers 13 (93%) had attended this same training. 55% of analysts 
and 36% of team leaders or managers had received training for Kanban. Both of the 
most topical trainings were still ongoing in 2019. 39% of the analysts and 50% of team 
leaders or managers had received some additional Agile trainings. Trainings related to 
Scrum, in other words “Scrum Master” and “Product Owner” trainings, were no longer 
relevant to WEU RD in 2019 as none of the teams was working according to Scrum 
practices and principles. It must be taken into consideration that the respondents may 
67 
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%
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4
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have taken some trainings outside of the career at Company X. The question was not 
limited to the current role or time spent at Company X. 
 
Figure 12. Trainings attended (f). Respondents were able to make multiple selections. 
5.2 Statements about “Agile transformation at Company X” 
The first group of statements was related to “Agile transformation in the company”. These 
three statements were set up to evaluate the amount and quality of information shared 
regarding the transformation. The statements give understanding to questions “What?”, 
“How?” and “Why?”. Figure 13 shows all responses divided between categories of a 7-
point Likert scale. In Figure 14, the responses were split between the two functional 
groups. The frequency (f), the number of responses given per category, and the mode 
(Mo), in other words the option, which was selected the most often, and ranges were 
presented. The mode is in blue. The analysis per roles can be found in Appendix 3. 
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Figure 13. The share of all responses about “Agile transformation at Company X” at a 
7-point Likert scale. 
Statement no. 1: I have received enough information about the organization 
becoming more Agile. 
For the first statement, 18% (f=11) of all respondents agreed strongly, 55% (f=33) agreed 
and 17% (f=10) slightly agreed. This means that 90% of all respondents felt in agreement 
with the statement (Figure 13). On the other hand, if “slightly agree” is interpreted as a 
response, which may show a need for more information, there are 16 respondents (27%), 
who did not fully agree with the statement. During the transformation it is essential that 
everyone in the company understands what is going on. When comparing the responses 
between the two functional groups (Figure 14) or between the roles (Appendix 3), no 
major differences can be found. In general, the majority of people agreed with the 
statement.  
0 % 20 % 40 % 60 % 80 % 100 %
I have received enough information about
the organization becoming more Agile.
I have received enough information how
the changes at the organizational level are
reflecting the work at my level.
I have received enough information to
understand why this transformation is
needed.
55 
TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Kaisa Pusenius 
Statement no. 2: I have received enough information how the changes at the 
organizational level are reflecting the work at my level. 
Likewise, for the first statement, for the second statement the majority of respondents 
selected the options from strongly agree (f=11, 18%), agree (f=29, 48%) to slightly agree 
(f=13, 22%) (Figure 13). Figure 14 shows, that the mode (Mo) for Group B is “slightly 
agree” and for Group A “agree”. For analysts, the range of responses vary from “strongly 
agree” to “disagree” and for managers from “strongly agree” to “slightly disagree”. The 
mean is very close to 5 (agree) and the mode and the median are 5 for all (Appendix 3). 
If the responses of “slightly agree” is interpreted similarly as in the first statement, there 
are total of 20 of the respondents (33%) who might like to have more information. 
Especially for Group B, which responses represent the whole functional group, there is 
a need to clarify the effects on the daily work. 
Statement no. 3: I have received enough information to understand why this 
transformation is needed. 
Figure 13 shows that the majority, 87% (f=52) of respondents felt agreement with the 
statement (from “strongly agree” to “slightly agree”). When looking at the range of 
responses per groups (Figure 14), it can be seen that this statement received slightly 
more disagreement from Group A and less disagreement from Group B compared with 
the two previous statements. On the other hand, this statement received more “strongly 
agree” -responses compared with the two other questions. In Group B, no one feels 
unaware about the need for the transformation. Appendix 3 shows that the managers 
thought somewhat more positively towards this statement than the analysts. There were 
neither disagreement nor neutral answers from the leaders and the managers. As stated 
previously in the theory section, it is important that everyone in the company knows why 
the transformation is needed and thus repeating the message again would not be 
harmful. 
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Figure 14. The frequency (f), mode (Mo, in blue) and ranges for the first group of 
questions. 
5.3 Statements about “Organization and our own work” 
The second group of statements was related to “Organization and our own work”. These 
three statements were set up to evaluate the individual’s own work in relation to a big 
picture: the customer is the new goal for agile enterprises, the growth mindset embraces 
learning and growing, and employees’ commitment and engagement to the future are an 
asset for any organization. 
Statement no. 1: I understand how my own work is giving value to the customers.   
Very clearly, almost everyone understands how the work brings value to the customers. 
Out of 60 responses, only one response is neutral while others were in agreement. There 
were no disagreements. Whether the respondent comes from Group A or Group B, or 
were they an analyst or a manager, had no consequence; the share of the responses 
was the same throughout: The mean, the mode and the median all are 5 “agree” (Figure 
15, Figure 16, Appendix 3). The managers gave very positive responses: the range of 
responses is from “strongly agree” to “agree”.    
Statement
Strongly 
agree Agree
Slightly 
agree
Neither 
agree 
nor 
disagree
Slightly 
disagree Disagree
Strongly 
disagree Total
Group A 11 27 5 2 1 0 1 47
Group B 0 6 5 0 1 1 0 13
  Total 11 33 10 2 2 1 1 60
Group A 11 24 7 3 1 0 1 47
Group B 0 5 6 0 1 1 0 13
  Total 11 29 13 3 2 1 1 60
Group A 15 19 6 2 3 1 1 47
Group B 1 9 2 1 0 0 0 13
  Total 16 28 8 3 3 1 1 60
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needed. 
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Figure 15. The share of all responses about “Organization and our own work” at a 7-
point Likert scale. 
Statement no. 2: This organization values the personal development and growth 
of its employees. 
According to this survey with responses, Company X values the personal development 
and growth of its employees (Figure 15). Out of 60 responses, there was only one slight 
disagreement and two neutral responses. The strong agreements come from Group A, 
both from the analysts and the managers (Figure 16, Appendix 3). When the whole 
organization embraces the growth mindset, it becomes natural for everyone to be 
encouraged to learn, grow and develop. Servant leaders focus on enhancing employees’ 
growth and development so that they can perform at their best and grow (Kessel-Fell 
2019). 
0 % 20 % 40 % 60 % 80 % 100 %
I understand how my own work is giving
value to the customers.
This organization values the personal
development and growth of its
employees.
I am strongly dedicated and committed to
the future of this company.
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Statement no. 3: I am strongly dedicated and committed to the future of this 
company. 
Out of 60 responses, 55 were positively aligned (from “strongly agree” to “slightly agree”) 
with the statement (Figure 15). Both groups showed strong dedication and commitment. 
The mean and median for the managers was high, 5.5, and the mode was both 5 and 6. 
The mean was also >5 for the analysts, which indicates a very good engagement with 
the company (Appendix 3). On the other hand, even though the responses show strong 
commitment, it is worth considering how everyone’s capabilities and skills can be fully 
utilized to create a company where everyone can give their best and everyone can feel 
strong commitment to the future. This topic is also related to the statements below about 
“Attitude”.  
 
Figure 16. The frequency (f), mode (Mo, in blue) and ranges for the second group of 
questions. 
5.4 Statements about “Agile trainings” 
The trainings attended by employees can be seen in Figure 12. The majority of the 
trainings provided by Company X were organized during the past two years. Three 
statements below evaluated the experiences related to the agile trainings provided. It is 
notable that one of the respondents did not participate in any of the trainings. 
Nevertheless, this respondent had to respond to the statements under “Trainings” (the 
responses were positive and not removed from the analysis).  
Statement
Strongly 
agree Agree
Slightly 
agree
Neither 
agree 
nor 
disagree
Slightly 
disagree Disagree
Strongly 
disagree Total
Group A 18 24 4 1 0 0 0 47
Group B 3 10 0 0 0 0 0 13
  Total 21 34 4 1 0 0 0 60
Group A 17 20 9 0 1 0 0 47
Group B 0 6 5 2 0 0 0 13
  Total 17 26 14 2 1 0 0 60
Group A 17 22 4 3 1 0 0 47
Group B 3 9 0 1 0 0 0 13
  Total 20 31 4 4 1 0 0 60“
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Figure 17. The share of all responses about “Agile trainings” at a 7-point Likert scale. 
Statement no. 1: I am pleased with the content of the trainings provided to me 
related to Agile. 
The majority of respondents showed agreement with the statement (Figure 17). There 
were 53 responses (88%) from “strongly agree” to “slightly agree” and both teams had 
the mode as “agree” (Figure 18). Appendix 3 shows no major differences between the 
analysts and the managers and the mean for both was close to 5 (“agree”). When 
evaluating these experiences and responses it is important to understand that people 
joining these trainings come from very different backgrounds; some have years of 
experience in agile methodologies, some hear the word of agile for the first time. 
Additionally, even though it was later agreed that the teams would not follow Scrum, 
Scrum-related trainings must have given some valuable information and viewpoints on 
agile methodologies.  
0 % 20 % 40 % 60 % 80 % 100 %
I am pleased with the content of the
trainings provided to me related to Agile.
I am able to put the topics learnt into
practice in my day-to-day work.
The trainings were giving me eagerness to
learn more about Agile.
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Statement no. 2: I am able to put the topics learnt into practice in my day-to-day 
work. 
This statement evaluates the benefit of the trainings: do the money invested into the 
training provide value for the daily work? Seven employees of Group A, mainly analysts, 
either had no opinion or disagreed with the statement. The rest, 53 employees, were in 
agreement with the statement. It is important to note that six of these seven respondents 
did not have any additional agile related roles in their daily work. In contrast, five out of 
eight respondents who agreed strongly had some additional roles related to agile. (Figure 
17; Figure 18; Appendix 3.) The responses may also reflect the fact that some employees 
do not need to actively implement the topics learnt in their daily work, their work is 
different. However, as stated in the theoretical part of the thesis, when an organization 
starts to embrace agile it affects everyone’s work through new structures, systems, 
cultures, values and the mindset. Therefore it is important to give some trainings of 
fundamentals of agile to everyone. 
Statement no. 3: The trainings were giving me eagerness to learn more about 
Agile. 
This statement received more neutral responses than the other statements related to 
trainings (Figure 18). These neutral responses came from the analysts of Group A. On 
the other hand, this statement received a good amount of strong agreements. Appendix 
3 shows that the mode and the median were 5 (“agree”) for Group A and Group B and 
for both the analysts and the managers. The average response of the managers was 
slightly more positive than that of analysts’. However, when reading and analyzing 
responses it is wise to keep in mind that the number of managers (n=14) is far less than 
analysts (n=44) and that the variance between the mean is only decimals.  
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Figure 18. The frequency (f), mode (Mo, in blue) and ranges for the third group of 
questions. 
5.5 Statements about “Attitude” 
The fourth group of statements was related to “Attitude”. These three statements were 
set up to evaluate topics related to the Mindset theory by Carol Dweck. The growth 
mindset, which is also called an agile mindset embraces learning, helping, ability to be 
bold and take risks, flexibility and adaptability. The Mindset theory was introduced above 
in Chapter 2.4. 
Statement no. 1: I am always willing to help my colleagues when needed. 
According to the responses, every respondent was willing to help their colleagues when 
needed. There was strong agreement among all functional groups as well as roles: in 
total, 42 respondents selected “strongly agree”. The range of the statements is minimal: 
from “strongly agree” to “agree”. (Figure 19; Figure 20; Appendix 3.)  
Statement
Strongly 
agree Agree
Slightly 
agree
Neither 
agree 
nor 
disagree
Slightly 
disagree Disagree
Strongly 
disagree Total
Group A 9 24 9 2 2 1 0 47
Group B 0 10 1 1 1 0 0 13
  Total 9 34 10 3 3 1 0 60
Group A 7 21 12 4 2 1 0 47
Group B 1 7 5 0 0 0 0 13
  Total 8 28 17 4 2 1 0 60
Group A 12 17 6 8 3 1 0 47
Group B 2 9 2 0 0 0 0 13
  Total 14 26 8 8 3 1 0 60
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Figure 19. The share of all responses about “Attitude” at a 7-point Likert scale. 
Statement no. 2: I am not afraid of taking risks. 
Similarly, as in the first statement, almost every response agreed with the statement (the 
range between strongly and slightly agree) (Figure 19). Only three of the Group A-
analysts neither agreed nor disagreed (Figure 20).  Both, the mode (Mo) and the median 
(Md), for all Group A and Group B, the analysts and the managers were “agree” (5) 
(Figure 20; Appendix 3).  
Statement no. 3: I am willing to adapt my working and thinking according to the 
needs of the company. 
Out of 60 responses, almost a half (f=28) agreed strongly (Figure 19). Figure 20 shows 
that this option is the mode for Group A. Appendix 3 shows that for the analysts and the 
managers both 5 and 6 (“strongly agree” and “agree”) were the mode. The median for 
managers was 5.5, which shows high willingness to adapt the working and thinking 
according to the needs of the company. The median for the analysts was 5, which is also 
a very good message towards the company. 
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I am always willing to help my colleagues
when needed.
I am not afraid of taking risks.
I am willing to adapt my working and
thinking according to the needs of the
company.
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Figure 20. The frequency (f), mode (Mo, in blue) and ranges for the fourth group of 
questions. 
5.6 Statements about “Co-operation between the Groups” 
The fifth group of statements was related to “Co-operation between the Groups”. These 
three statements were set up to evaluate the new agile ways of working, the structure 
and collaboration between these two groups. As stated earlier, the new practices learnt 
and adopted during 2018 were related to Kanban and all tasks flows are controlled 
through the Kanban-board. The groups work together daily. The structure of the groups 
went through several changes during the past few years and the groups share the same 
history as one big group. With the new approach to being more agile the structure and 
co-operation are under review again. 
Statement no. 1: We, both Groups together, have well enough transparency and 
visibility on work via the Kanban-board (the full cycle: to do, in process and done). 
According to the first statement, the Kanban-board gives transparency and visibility on 
work. Figure 22 shows that fifty employees responded either “strongly agree”, “agree” or 
“slightly agree”. Only four responses from Group A showed some level of disagreement. 
The mode for both of the groups was “agree”. The mode for the analysts was also “agree” 
and for the managers it was both “agree” and “slightly agree” (Appendix 3). There was 
no level of disagreement among Group B or among the managers. These responses 
give confidence that the practices of agile selected have been correct and people are 
satisfied with the board. 
Statement
Strongly 
agree Agree
Slightly 
agree
Neither 
agree 
nor 
disagree
Slightly 
disagree Disagree
Strongly 
disagree Total
Group A 33 14 0 0 0 0 0 47
Group B 9 4 0 0 0 0 0 13
  Total 42 18 0 0 0 0 0 60
Group A 13 22 9 3 0 0 0 47
Group B 4 8 1 0 0 0 0 13
  Total 17 30 10 3 0 0 0 60
Group A 22 20 3 0 1 1 0 47
Group B 6 7 0 0 0 0 0 13
  Total 28 27 3 0 1 1 0 60
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Figure 21. The share of all responses about “Co-operation between the Groups” at a 7-
point Likert scale. 
Statement no. 2: The existing structure of teams and divisions is supporting cross 
functional co-operation. 
The results show that 35% of the respondents did not agree with this statement (from 
neutral answers to strong disagreement). However, the other viewpoint for the results is 
that the majority of responses showed some level of agreement (f=39, 65%). It is 
apparent here that the result can be seen good or bad depending on the viewpoint. Thus, 
while the structures are one of the elements agile touches, it is very understandable that 
some changes need to be considered. The mode for Group A is “agree”. Instead, as 
Figure 22 shows, for Group B there were three answering options in the scale sharing 
the mode. The managers were in somewhat less agreement than the analysts, although 
the difference is small (Appendix 3). In Chapter 6.1 “Discussion based on the results of 
the survey” the topic of agile structures is discussed from various aspects. Even the 
responses were positive, the range of the responses and the dispersion of the mode give 
possibilities for further discussion. 
0 % 20 % 40 % 60 % 80 % 100 %
We, both Groups together, have well
enough transparency and visibility on
work via the Kanban-board (the full cycle:
to do, in process and done).
The existing structure of teams and
divisions is supporting cross functional co-
operation.
The co-operation between LDI and PCO is
working well.
65 
TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Kaisa Pusenius 
Statement no. 3: The co-operation between Group A and Group B is working well. 
For this statement, there were more neutral answers than for the other two statements 
in this group. No-one from Group B disagrees with the statement and six employees from 
Group A show some level of disagreement. In total, 75% of all respondents thought that 
the co-operation was working at least “slightly well”. For both of the groups as well as for 
the analysts and the managers the mode was “agree”. The managers agreed slightly 
less than the analysts and the median for the managers is 4, “slightly agree” (Appendix 
3).  
 
Figure 22. The frequency (f), mode (Mo, in blue) and ranges for the fifth group of 
questions. 
5.7 Statements about “Daily work in teams” 
Statement no. 1: In my team I feel secure and trust to share my thoughts.   
The first statement about trust was inspired by Patric Lencioni (2012; 2014) and his 
studies about “Five dysfunctions of a team”. According to him, trust is the foundation, the 
starting block, for a high-performing team (Chapter 3.2). There needs to be trust on a 
fundamental, emotional level between the team members. Without trust it is hard to show 
weakness, vulnerability, fears and mistakes. Being agile you need to be ready to take 
risks and accept mistakes and learn from them. Trust needs to be maintained over time. 
The other dysfunctions of a team are: fear of conflict, lack of commitment, avoidance of 
accountability and inattention to results. (Lencioni 2012, 3-4.) 
Statement
Strongly 
agree Agree
Slightly 
agree
Neither 
agree 
nor 
disagree
Slightly 
disagree Disagree
Strongly 
disagree Total
Group A 8 15 14 6 2 1 1 47
Group B 0 11 2 0 0 0 0 13
  Total 8 26 16 6 2 1 1 60
Group A 3 18 10 5 9 1 1 47
Group B 0 4 4 0 4 1 0 13
  Total 3 22 14 5 13 2 1 60
Group A 3 19 12 7 3 2 1 47
Group B 1 8 2 2 0 0 0 13
  Total 4 27 14 9 3 2 1 60“
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to do, in process and done).
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As both of the figures, Figure 23 and 24 show, most of the employees felt secure and 
trusting enabling them to share their thoughts. The mode for Group A was “strongly 
agree” and for Group B “agree”. The mode and the median for the analysts and 
managers were 6 corresponding to the option of “strongly agree”. Based on the results, 
the foundation of trust is in a good condition for both of the groups.   
 
Figure 23. The share of all responses about “Daily work in teams” at a 7-point Likert 
scale. 
Statement no. 2: In my team we are continuously looking for ideas to improve the 
ways we work. 
The second statement is strongly about the agile ways of working: continuous 
improvement. Most of the respondents agreed with the statement (Figure 23). Figure 24 
shows that over 50% of the employees of Group A agreed strongly. For all of the 
statements related to “Daily work in teams” Group A had the mode of “strongly agree”, 
which gives a powerful message of good collaboration on a team level. For Group B the 
mode was “agree” which is also a good and positive message for the teams. Appendix 
3 shows that the mode for the analysts was 6 and for the managers 5. The median for 
all was 5.  
0 % 20 % 40 % 60 % 80 % 100 %
In my team I feel secure and trust to share
my thoughts.
In my team we are continuously looking
for ideas to improve the ways we work.
In my team we have a collaborative
attitude.
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Statement no. 3: In my team we have a collaborative attitude. 
Most of the respondents agreed somewhat with the statement about the collaborative 
attitude. Similarly, as in the first statement, 60% of the respondents selected an answer 
of “strongly agree”. The mean for both analysts and managers was over 5. The mode 
and the median for analysts and managers were 6. (Figure 23; Figure 34; Appendix 3.) 
Collaboration is one of the key characteristics of teams embracing the mindset of growth. 
 
Figure 24. The frequency (f), mode (Mo, in blue) and ranges for the sixth group of 
questions. 
5.8 Statements about “Communication” 
The seventh group of statements was related to “Communication”. Communication is an 
element which is often evaluated in organizational surveys. The statements were set up 
to evaluate the communication itself but also the culture and atmosphere of today. During 
a transformation it is essential that communication is transparent, clear and flowing from 
all directions and all levels. The statements were not only set up to evaluate the 
communication related to agile and transformation but also to demonstrate and evaluate 
the status of this important topic among employees. Without communication, there is no 
collaboration.  
Statement
Strongly 
agree Agree
Slightly 
agree
Neither 
agree 
nor 
disagree
Slightly 
disagree Disagree
Strongly 
disagree Total
Group A 32 13 1 1 0 0 0 47
Group B 4 7 1 0 1 0 0 13
  Total 36 20 2 1 1 0 0 60
Group A 24 19 3 0 1 0 0 47
Group B 3 9 1 0 0 0 0 13
  Total 27 28 4 0 1 0 0 60
Group A 31 14 1 0 1 0 0 47
Group B 5 6 1 1 0 0 0 13
  Total 36 20 2 1 1 0 0 60
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Statement no. 1: In my team the communication is clear. 
The first statement was set up to evaluate the communication in the teams, the second 
in the level of department and the third in the level of the leadership. Based on these 
three statements the highest level of agreement can be found at the level of teams 
(Figure 25; Figure 26). The statements about the “Daily work in teams” (Figure 24) also 
showed high satisfaction on the work at the team level, especially in the responses of 
Group A. Notable, in the first statement, there are no neutral answers and out of 60 
responses only one response was in slight disagreement. The mean for both of the roles 
was almost equal and no differences could be found (Appendix 3). 
 
Figure 25. The share of all of responses about “Communication” at a 7-point Likert scale. 
Statement no. 2: The communication is clear between all building blocks in WEU 
RD. 
This statement raised more disagreement than any other statement in the survey: 50% 
of the respondents did not display any level of agreement with the statement. Also, the 
amount of strong agreement is the lowest of all. The mode for Group A was “slightly 
agree” and for Group B “slightly disagree”. The analysts and the managers were in slight 
0 % 20 % 40 % 60 % 80 % 100 %
In my team the communication is clear.
The communication is clear between all
building blocks in WEU RD.
The communication between senior
leaders and employees is good in my
organization.
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agreement and slight disagreement with the statement. It is highly recommended to 
investigate this topic further. As stated, there are four groups in WEU RD and in this 
study introduces the experiences of two of them. 
Statement no. 3: The communication between senior leaders and employees is 
good in my organization. 
Figures 25 and 26 show that most of the respondents either agreed or slightly agreed 
with this statement. The amount of neutral answers, nine answers, was quite high. No 
strong disagreement was presented. The mode for Group A was “agree” and for Group 
B “slightly agree”. The managers felt more in agreement than the analysts: the mode for 
the managers was 5 (“agree”) and the median was 4.5. For the analysts both of the 
calculations were “slightly agree” (4). Even the statement shows positive agreement, 
there is room for improvements.  
 
Figure 26. The frequency (f), mode (Mo, in blue) and ranges for the seventh group of 
questions. 
5.9 Statements about “Personal wellbeing” 
Agile Manifesto (Appendix 1) with its four values and twelve principles has several 
statements which refer to wellbeing at work. One of the values states: “We 
value…individuals and interactions”. In the principles it is continued: “Build projects 
around motivated individuals. Give them the environment and support they need, and 
trust…” and “The sponsors, developers, and users should be able  
Statement
Strongly 
agree Agree
Slightly 
agree
Neither 
agree 
nor 
disagree
Slightly 
disagree Disagree
Strongly 
disagree Total
Group A 24 20 2 0 1 0 0 47
Group B 2 8 3 0 0 0 0 13
  Total 26 28 5 0 1 0 0 60
Group A 2 6 16 6 10 6 1 47
Group B 0 4 2 2 5 0 0 13
  Total 2 10 18 8 15 6 1 60
Group A 3 17 13 7 4 3 0 47
Group B 0 2 8 2 1 0 0 13
  Total 3 19 21 9 5 3 0 60
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to maintain a constant pace indefinitely”. During 2013-2017 Finnish Institute of 
Occupational Health performed several studies to investigate agile ways of working and 
wellbeing at work. The study from 2013, based on literature, defined that the wellbeing 
at work equals meaningfulness of duties, optimal workload and fluent work processes of 
teams (Tuomivaara et al. 2013; Tuomivaara et al. 2016). Three statements below were 
set up to evaluate the personal wellbeing of the employees.  
 
Figure 27. The share of all responses about “Personal wellbeing” at a 7-point Likert scale. 
Statement no. 1: I have enough time to learn and develop myself. 
Out of 60 responses 41 were in some level of agreement with the statement, nine 
responses were neutral and ten slightly disagreed or disagreed (Figure 28). When 
comparing the mode between the two groups, it is notable that in Group B employees 
felt less agreement. The mode for Group B was “neither agree nor disagree”. For Group 
A, the mode was “agree”. The analysts were slightly less in agreement than the 
managers. For both of the roles, the mode was 5 “agree” but the median for the analysts 
was 4 “slightly agree” while for the managers it was 5 “agree” (Appendix 3). In Chapter 
5.3 one of the statements was “This organization values the personal development and 
growth of its employees”. Compared with these two statements with responses together 
0 % 20 % 40 % 60 % 80 % 100 %
I have enough time to learn and develop
myself.
Most of the time, I enjoy and feel well in
my work.
I believe that agile mindset in
organizations could improve wellbeing at
work.
71 
TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Kaisa Pusenius 
it seems that the organization supports the growth but there is not enough time for people 
to learn and develop. This could be a topic to discuss within the teams to set up some 
actions and environment to guarantee that everyone has similar possibilities to dedicate 
their time for learning. 
Statement no. 2: Most of the time, I enjoy and feel well in my work. 
Nearly all responses shared some level of agreement as only one respondent stated a 
slight disagreement. Almost 37% of the respondents agreed strongly and 52% agreed 
(Figure 27). The mode for both Group A and Group B was “agree” (Figure 28). Appendix 
3 shows that especially the managers felt well at work and the mode for them was 
“strongly agree”. For the analyst the mode was 5 (“agree”). 
Statement no. 3: I believe that agile mindset in organizations could improve 
wellbeing at work. 
This last statement was inspired by the several researches performed by Finnish Institute 
of Occupational Health. The studies of showed that agile methods, which were executed 
well, supported both fluent project management as well as wellbeing of employees. The 
agile ways of working increased motivation and job aspiration and supported the 
deployment of innovations (Ala-Laurinaho et al. 2015; Tuomivaara & Känsälä 2018; 
Lekman 2018). The self-organized teams increased the wellbeing of each employee by 
raising the feeling of psychological safety, motivation and autonomy. At its best the 
workload and responsibilities were shared. Challenges and successes were shared 
together. The feeling of a productive work came from the iterative and incremental way 
of working as the work gives value to the customer from the beginning. The ability to 
learn and develop alongside the work was seen meaningful and motivating. (Tuomivaara 
& Känsälä 2018). 
This last statement is can be seen as a conclusion to the whole topic of the agile mindset. 
Do people believe that agility can improve wellbeing in the workplace? 83% of the 
respondent did agree (from “strongly agree” to “slightly agree”). 30% of the respondents 
agreed strongly. No major differences between the groups or between the managers and 
analysts could be found.  
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Figure 28. The frequency (f), mode (Mo, in blue) and ranges for the eighth group of 
questions. 
5.10 One open question related to “Company X Agile ways of working” 
The last question, question number 13, was the only open question and optional to 
answer. The question was: “Related to “Company X Agile ways of working”, what else 
does it mean to you?” Thirty responses were given. To guarantee the confidentiality, the 
answers are not directly quoted and published here. Nevertheless, the responses were 
analyzed by SWOT analysis and divided into four groups: Strengths, Weaknesses, 
Opportunities and Threats (Figure 29).  
In the SWOT-analysis in Figure 29, each of four groups includes three topics. The topics 
have no priority order compared with each other. Strengths show the positive feedback 
and advantages about the new way of working. It tells about things which are seen 
successful, assets found in the new way of working compared with the past. Weaknesses 
highlight the challenges faced during the transformation. These negative factors 
suppress the Strengths. Opportunities show the topics which can bring success to the 
individuals, the teams and the company. Respondents highlight their concerns as 
Threats but do not have much control over the factors mentioned. Without corrective 
actions, Threats can cause a lot of negative impact on the company.  
Statement
Strongly 
agree Agree
Slightly 
agree
Neither 
agree 
nor 
disagree
Slightly 
disagree Disagree
Strongly 
disagree Total
Group A 7 16 12 5 5 2 0 47
Group B 1 3 2 4 3 0 0 13
  Total 8 19 14 9 8 2 0 60
Group A 19 25 3 0 0 0 0 47
Group B 3 6 3 0 1 0 0 13
  Total 22 31 6 0 1 0 0 60
Group A 16 17 7 6 1 0 0 47
Group B 2 4 4 3 0 0 0 13
  Total 18 21 11 9 1 0 0 60
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Figure 29. SWOT-analysis based on the answers of Question 13. 
Strengths 
In most of the answers (19 answers) “Company X Agile ways of working” was mentioned 
as a positive change in performing the daily work. Strengths could be divided into three 
topics: 1) positive effects on teamwork, 2) positive effects on individual work and 3) 
positive effects via the implementation of Kanban-board and practices.  
According to the respondents, agile has brought more interaction between team 
members and more communication. The new ways of working facilitate better 
cooperation between different functional groups. When communication and shared 
information increases decisions are made rather based on facts and data than 
assumptions and estimations. People are listened to and they get more support and 
opportunities. One respondent stated that when people are fully committed into one 
product or project, work proactively and take the responsibility of both success and 
failure, it gives value to both the customer and the company. Characteristics of a safe 
environment (equal voice, trust to share, no fear to fail, empathy, shared information) are 
mentioned in a few of the responses giving an indication that there is an understanding 
about the agile environment needed for high-performing teams.  
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The ownership of daily work has improved via the new ways of working. The comments 
show that people have started to say “no” to task switching, daily work is more organized 
than before and people are more able to contribute to projects, which they are interested 
in. Respondents are motivated and able to work smarter. 
The Kanban-board with related practices was launched in WEU RD during February 
2018. This major change in the ways of working is reflected in the comments. Even the 
word “Kanban-board” is not specifically mentioned in the comments, it could be 
understood that for example “prioritization of tasks” comes through the new board and 
practices. People write about the prioritization and partition of tasks, pulling tasks and 
better flow of tasks, incremental steps, co-operation between the functional groups and 
reduction of waste. Few comments specifically highlight that the agile ways of working 
are about having a clear idea of how to work with impediments. 
Weaknesses 
The comments which could be categorized under Weaknesses show frustration between 
the agile ways of working, the actual workload and old ways of working. It is hard to 
implement something new, when the workload is huge or there is too much simultaneous 
work. Old methods and practices like writing all kinds of unnecessary documentation, 
workflows and old process flows are not in alignment with the agile ways of working. In 
the SWOT-analysis, Weaknesses are negative factors that suppress the positive 
Strengths. Topics, which are mentioned as Weaknesses (Figure 29), need to be 
improved to progress and have success.  
The second topic to improve is the structure. There are comments with neutral or positive 
tones but also opinions demanding change. Here, the topic about the structure is 
categorized under Weakness because the overall feedback in the survey has shown a 
need to pay some attention to the structure. The statement above for example, “The 
existing structure of teams and divisions is supporting cross functional co-operation” 
(Chapter 5.7) received more disagreement than the other statements. One respondent 
points out that agile is about empowering employees to make their own decisions and 
ownership of what they are doing on a daily basis. Reporting structure should be loose 
enough to allow people to move from one team to another. On the other hand, some 
respondents point out that some old structures are already broken up, which is seen 
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positive. Some more discussion and viewpoints to the structure are presented below in 
Chapter 6.1.       
The third topic raised as a Weakness is the agile kick-off and how well the introduction 
to agile was organized. Although this Weakness of agile implementation is in the past it 
is important to learn from the experience. Perhaps a better brief up-front about agile 
would have been needed to get all leaders aware and full onboard. One respondent calls 
for trainings which are held by trainers who have some practical knowledge and 
experience of the topic. Becoming more agile is a continuous journey and there are still 
lots to learn. 
Opportunities 
Opportunities are generally seen as external factors which are likely to promote success. 
In this SWOT-analysis, Opportunities are understood as possibilities for the company to 
benefit from the agile mindset and the “Company X Agile ways of working”.  
“Company X Agile ways of working” supports personal growth and encourages people 
to experiment and explore. This Opportunity could be seen also as a Strength. However, 
according to the theory this is a major Opportunity for a company to embrace discovering, 
learning, development and innovation, and gain business advantage. It is about 
encouraging people to leave the comfort zone and explore new ways to think and work 
as there is always room for improvement, as one of the respondent states. A few 
responses call for pro-activity and responsibility to identify gaps and to increase the 
efficiency and collaboration. It is also about having the look for the future. 
The second Opportunity is well described by one of the respondents by noting that agile 
is an attitude, a mindset and culture, above all. People and culture are the core of agile, 
not frameworks and methods or technical details used. Sometimes the more visible part 
of agile, the tools and technologies, become the key. However, if the psychological safety 
is guaranteed, the rest will follow as well. Everyone in the company is part of the journey.     
The last Opportunity highlights that the “Company X Agile ways of working” is the means 
to help the company to become stronger and have an outstanding future. It clearly 
expresses the answer to the question, what is the need to look for new ways to work and 
operate. According to one respondent, agile gives means to overcome obstacles. There 
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is huge potential in the mindset of agile to the whole company and to the customers, 
which are the focus of all actions in the company.  
Threats 
Employees express their concerns over Threats but do not have much control over these 
external factors. Here in this analysis Threats are something that the Leadership Team, 
managers and leaders should focus on. Out of thirty responses, five answers included 
such concerns which were categorized as Threats. The first Threat, leaders not 
understanding what agile means, was the most visible concern among the respondents. 
Respondents seem to value the change and believe in agile but expect senior leaders to 
show the way.  
The second Threat relates to other similar comments reported under Weaknesses: an 
increasing workload. There is a concern that managers expect to free-up sources by 
implementing the agile way of working. However, agile does not mean doing more work 
with less time. It is about working smarter. More value is generated from less work and 
therefore the customer receives value faster. (Denning 2018b, 12).   
The last Threat recognized is related to the concern that the implementation of agile may 
be seen as a trend and the word of agile as a buzzword. There are attempts being more 
agile but without support and consistency it might end up being chaos. One respondent 
noted that agile is not a response to all kinds of work and for every team. This comment 
is supported by several other comments: the need to understand what agile is about, 
where it helps and supports and where not. “Company X Agile ways of working” is also 
seen like a new wording to old ways of working and perhaps some individuals behave 
incorrectly and misuse agile. Based on responses given, there is a need for alignment to 
have consistency and support across departments.  
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6 SUMMARY AND CONCLUSIONS 
Change will not come if we wait for some other person or some other time. We are the ones we 
have been waiting for. We are the change that we seek. – Barack Obama 
The goal of this thesis was “to increase the understanding about the agile mindset in the 
department. The thesis gives answers to the reasons why the transformation towards 
organizational agility is needed and what are the elements of change. The survey gives 
a voice to employees to share their experiences about agile”. 
This thesis presented various viewpoints of the agile mindset. According to the theory, 
one can look at the agile mindset through the popular metaphor of “agile onion”. As stated 
in Chapter 2.3, the mindset is the outermost layer and the most powerful layer of agile. 
It covers the tools and practices, which are often called “agile” as such. It covers the 
principles and values as well. To be able to react fast and be a customer focused 
company built upon self-organized and high-performing teams, major changes are 
needed in structures and cultures. One can look at the mindsets through the theory by 
Carol Dweck. Because the change starts from each and every individual, the growth 
mindset is a characteristic for everyone to foster. In addition, the elements of the agile 
mindset can be understood through the three mindset-beliefs by Simon Powers. These 
beliefs draw an understanding of the complexity, about the value of people and about 
the need to improve continuously. 
To understand “why” behind the transformation, it is important to understand the realities 
of the business world around us. The world of VUCA is not in the future, it is now. The 
problems that many organizations face are adaptive and complex. The logic used to 
solve problems yesterday is not working today. Fast adapting and quickly moving start-
ups can be small enterprises today but a hit tomorrow. Agile organizations serve existing 
customers with existing products and services, but first and foremost they embrace 
strategic agility through continuous innovation, learning and experimenting that create 
new markets and bring in new customers.  
6.1 Discussion based on the results of the survey 
The survey with questions and statements was created to understand the experiences 
on a very practical level, closely related to employees’ daily work. As stated previously, 
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the journey towards the agile ways of thinking and working large scale is ongoing at 
Company X. The results presented showed areas, which are going well in the daily work 
and areas, which need improvement and actions. In this Chapter, the main issues raised 
in the study are discussed in the synthesis with the theory. 
In general, the survey showed very positive feedback towards Company X. None of the 
statements showed a need for quick or radical actions. Based on the statements selected 
for this survey, the overall conclusion is that people are satisfied with the “Company X 
Agile ways of working”. The survey showed mainly positive results in the following groups 
of questions: Organization and own work, Agile-trainings, Attitude, Daily work in teams, 
and Personal wellbeing. It can be interpreted that people feel the engagement and safety 
within their teams. There is collaboration, support and good communication among the 
colleagues in the teams. According to the SWOT-analysis agile has improved both 
individual work and teamwork. In general, people are satisfied with the agile trainings 
provided. People think that agile brings a possibility to grow and develop – if the daily 
work and the workload allow. Most of the time, people feel well in their work and they 
believe that in general, agile can improve wellbeing at work.  
However, the following group of statements showed areas which could be improved: 
Agile transformation, Co-operation between the Groups, and Communication. The 
SWOT-analysis highlighted a need to align processes and practices with the new ways 
of working. It also raised a concern related to the workload. Most importantly, the SWOT-
analysis brought up a significant concern whether the leaders have sufficient 
understanding about agility. These concerns and possible areas to focus and improve 
are discussed shortly below. 
As stated above in the theory and in Chapter 5.2, it is important that everyone in the 
company knows why the transformation is needed and how the changes affect their daily 
work. Even the responses were very positive (Figure 13), it is recommended to ensure 
that those who did not agree or agreed only slightly could get more information and have 
a possibility to increase their understanding about the transformation. The leaders can 
discuss with their employees if more information is needed, what kind of information is 
needed and if employees want to share any concerns or feedback related to the change. 
As Curt Carlson, CEO of SRI, points out the need for a clear communication (Chapter 
3.4; Denning 2018b, 150-151), also Jorgen Hesselberg writes that communications are 
one of the most critical aspects in transformations. Understanding the “why” behind the 
changes is critical to maintain momentum. The message needs to be repeated over and 
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over again with good spirit. When every action and effort are communicated in a way 
that it is tied back to the “why,” it is easier for every person in the company to be engaged 
in the steps of transformation. (Hesselberg 2019, 300.) 
The second group of statements which raised somewhat more disagreement than most 
of the other statements was about “Co-operation between the Groups” (Chapter 5.6). 
According to the responses, the existing structure of these teams and divisions do not 
necessarily support cross functional co-operation in the most optimal way. The co-
operation between these two functional groups could be improved although most of the 
responses show agreement. According to the SWOT-analysis, the working at individual 
level as well as at team level has improved. To understand the thoughts of respondents 
and make the adjustments related to the structure and co-operation, more investigations 
would be needed. However, few viewpoints can be presented here. Sami Honkonen 
(2018) recommends that leaders could think, what kind of behavior the current structural 
setup promotes. Does it encourage employees to co-operate? Are the teams and 
individuals treated equally, from many aspects? Is all information transparent and 
available for everyone so that the information is not an asset of any power games? If the 
structures of two co-operating teams are different, there is a risk of tension causing 
unwanted behavior. According to Honkonen, it is very often the structures which drive 
behaviors. As an example, value creation for customers is done together, horizontally 
and as a collaboration between the teams. However, in traditional hierarchies, the 
managers above in the pyramid set their targets vertically down to divisions or 
departments, which set their targets down to the team level, respectively. This kind of a 
structure promotes teams and individuals to look at their own targets, instead of looking 
at the big picture which is created in co-operation together with all teams and all 
departments. Everyone optimizes their own actions above the big picture of the 
department or the organization. (Honkonen 2018.) 
Agile teams are autonomous with cross-functional sharing and much interaction (Figure 
7). “An organizational network is a set of teams that interact with and collaborate with 
other teams the same connectivity, interaction, and passion as they do within their own 
small team… Each team needs to look beyond its own goals and concerns and see its 
work as part of the larger mission of the collectivity.” (Denning 2018b, 85.) If each team 
is focused on their own targets and goals in their own silos and if there is any kind of 
competition between the teams, the collaboration will not work. In silos, communication 
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flows slowly and vertically preventing fluent interaction. Feedback loops are slow and 
there are lots of inconsistencies across the teams. (Hesselberg 2019, 284.)  
Agile organizational structure was discussed in Chapter 3.1. As stated, there is no need 
to emulate the practices or structures of any other organization. It depends on the 
context, purpose and culture. What is the environment and what are the elements and 
problems the departments are concerned with: obvious, complicated, complex or 
something else? Cynefin-framework was discussed in Chapter 2.5. Agile structure is 
optimal in the environments of complex adaptive problems. An organizational structure 
which is split into the business-department(s) and technology-department(s), or within 
technology, teams are designed around certain services, functions and skill sets is not 
an optimal setup for solving complex adaptive problems (Powers 2017a). Instead, agile 
teams which are cross-functional including business specialists as well as subject matter 
experts with different skills and specialisms are faster in responding, learning, adjusting, 
serving and delivering, according to customer needs. In an agile setup, the skills needed 
are quickly and easily accessed. An optimal structure is a critical component of success 
when operating in Complex domain. 
As described in the theory, ideally “the whole organization needs to embrace the agile 
mindset and function as an interactive network, not a top-down bureaucracy with just a 
few teams implementing agile tools and processes” (Denning 2018a, 6). However, 
organizational changes take time. Therefore, teams and divisions can adjust their way 
of working with experimenting and exploring as long as leaders support the teams in their 
experiments, and everyone understand the mindset behind the changes. Bigger 
organizational structures will be necessary, as Denning writes, but individual teams can 
be proactive and start aligning their ways of working and structuring according to the 
bigger organizational plans. Some knowledge sharing, discussions across many 
geographical regions and departments could help in aligning and finding the most optimal 
setup for everyone’s own division. Ideally, the workforce is not fixed into certain 
structures, but people can easily shift between the teams and support those functions 
where the workload is high. Two functional groups, Group A and Group B, both have a 
very talented and highly skilled workforce with a long professional background and they 
are fully capable of supporting the company in various projects and functions. 
As important as the organizational structures are for co-operation and teamwork so are 
the laws, structures and processes of collaboration and human interaction in work life. 
Today, in many workplaces, the work is done with in-depth interaction and co-operation 
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between individuals, which brings human-centeredness to every level of work. Human 
communication and social interaction are very important aspects in understanding the 
relationships in teams and networks. (Aira 2012.) The work is done by people and people 
interaction is in all actions, at all levels. It is easy to define the most optimal setups for 
teams or tell leaders to allow employees to self-manage, for example, but as we are all 
human with various viewpoints, backgrounds, characteristics and desires, we cannot 
guarantee that the new structures solve the issues in co-operation. Interaction is always 
context-specific. The teams in WEU RD are virtual, but according to a study by 
Annaleena Aira (2012), “Dispersed collaboration is proven to be possible if there is 
enough communication between collaborators. Thus, physical presence is not necessary 
for successful collaboration.”  
The third group of statements with more disagreement was, indeed, about 
“Communication”. Especially the second statement “The communication is clear 
between all building blocks in WEU RD” raised more disagreement than any other 
statement. Whether the challenges are related to the new ways of working or not, this is 
a topic to be further investigated. The communication between all groups in WEU RD is 
mainly virtual. By addressing mere problems without correcting the underlying causes, it 
is difficult to achieve permanent change. To receive more understanding, “good 
communication” or “clear communication” should be defined. How do people define it in 
this case? Which kind of information or communication practices are excessive or 
missing, working and not working? Are there some obstacles preventing good 
communication? Who is responsible for which in certain topics of communication? What 
are the best ways to communicate? All employees should be invited to these 
discussions.  
In general, communication has a critical role for example in launching a new strategy, 
transforming a company and its elements in one way or another. As stated above, 
communication is one of the most critical aspects in transformations (Hesselberg 2019, 
300). Many sources read for this thesis highlighted a positive power of storytelling. It is 
very important to draw people’s attention and interest and share the message with a 
positive and clear communication. Limiting information on a “need to know” basis is not 
according to agility. Instead, transparent communication where “everyone knows 
everything” supports understanding about the complex environment and roles and 
actions in it. Communication and information sharing should not be part of politics and 
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power games. With clear and good communication, the company is able to receive 
commitment and engagement towards all the new. 
Lastly, the SWOT-analysis pointed out a concern whether the leaders have the 
understanding about agile mindset. As stated above, agility is not about implementing 
new processes or following certain frameworks. Instead, agile organizations 
fundamentally change the way they operate. This change is applied at all levels of 
organization, in structures, in operations, in people’s minds and it will not happen without 
leaders on board. (Hesselberg 2019, 303.) Leading the change is the responsibility of 
the management. As Michael Hugos (2009, 122-123) points out, there is always a risk 
that the leadership “talks the talk” but does not “walk the walk”. However, it is very hard 
for a company to make the leap and transform itself if its leaders do not stand behind the 
vision with the correct mindset, create the environment needed and show the way.  
Let us revisit one of the research questions: “Why do companies need new ways of 
thinking and working?” Before beginning a change, it is obvious to ask what the purpose 
of the change is. According to this study, the answer to “why” is to do better business 
and delight the customers in this complex world of change. Whether the way to transform 
is called an agile transformation or something else, it does not matter. In the 21st century, 
successful organizations have to be fast and slow, hard and soft, solid and liquid, 
organized and self-organized (Appelo 2018). Do companies have any other choices than 
to adapt and transform, learn and innovate to find themselves at the blue oceans? 
Successful transformation begins at the top of the organization and it is leaders’ mindset 
and beliefs resonate in the whole company. As Jurgen Appelo (2012) writes, 
transformation changes who we are and how we interact and think whereas adoption 
changes only what we do. In an organization which is moving towards agility, everyone 
can start thinking, acting and interacting with the agile mindset. After all, each and every 
one of us are part of the ships we sail. 
6.2 Evaluation of the research 
The credibility and trustworthiness of all research should be evaluated (Hirsjärvi et al. 
2010, 232). In general, when evaluating the credibility of the survey with results, two 
concepts can be used: validity and reliability. These concepts together form an overall 
credibility and trustworthiness of the study. Credibility can be reduced by the various 
errors that occur when the material is created, built or received. In the survey, the quality 
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of the measurement can be deteriorated due to the following errors: processing or 
measuring errors, errors related to a sampling frame and distortion of a sample. Errors 
can be divided into sampling errors and non-sampling errors. (Heikkilä 2014, 176-177.) 
Below, the credibility of the theoretical part is discussed before evaluating the survey 
itself. 
Evaluation of the theoretical part of the thesis 
The theoretical part of the thesis can be evaluated in many ways. Did the theory give the 
answers to the research problem and questions? The research problem of the thesis 
was related to the understanding of the concept of the agile mindset. The questions to 
be solved by theoretical investigations were: What are the characteristics of the agile 
mindset? Why do companies need new ways of thinking and working? What are the 
elements of organizational transformation towards agility? The theory was able to give 
answers to all of the questions mentioned. The theory was written by keeping in mind 
the audience at Company X. It can be evaluated later on if the literature used and the 
theory written helped the audience to understand the topic: whether the theory was 
meeting the need and the information was sufficient for the audience. 
One of the most important indicators to evaluate the success of the theoretical part is the 
choice and age of references used. A few recently published books about organizational 
agility were seen valuable for the theory of this thesis: The Age of Agile by Stephen 
Denning (2018) and Unlocking Agility by Jorgen Hesselberg (2019). These books were 
recommended by an agile coach of Company X. Generally speaking, there was 
somewhat little literature available about agile mindset and agility. However, as the topic 
of this thesis was very current and topical, it was possible to utilize recent publications, 
articles, discussions and trainings. As expected, disagreements, agreements and 
arguments about the correct way of performing a change in organizations could be found. 
Naturally, organizational agility or agile mindset do not cover and explain all functions of 
an organization or all aspects of organizational competitiveness, but they are successful 
in drawing our attention to topics which need more focus when trying to operate in the 
world of VUCA.  
As stated in Chapter 1.3, agile and agility are ambiguous words with various meanings. 
This could be seen as a challenge for the research. In the discussions, depending on the 
context the meaning of agile differs. Agile is an umbrella term for a family of several 
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management practices but it is also used to define a certain way of working and thinking. 
The concept of agile mindset is somewhat a new term, but a term needed. While agile is 
no longer only a manifesto for software development, but also a means to support 
organizational goals and make the organization and business successful, it is important 
to get new concepts to define agile. As stated above, people and organizational culture 
are at the heart of the agile mindset. That makes the difference when comparing with 
some scaling frameworks, for example, which do not touch the structures and cultures 
with the same intensity as the concept of agile mindset. 
Evaluation of the empirical part of the thesis 
For the survey it was challenging to define the population. It could have been the full 
Western European Regional Map and Content -department or the survey could have 
been targeted to similar functional groups around the globe. On the other hand, other 
functional groups both in WEU RD as well as outside of it have all different plans and 
timelines for integrating agile into their daily work. Also, trainings are still ongoing. The 
population selected was the most familiar group of employees for the researcher. For 
the reasons mentioned above, the results represent only the experiences of Group A 
and Group B in WEU RD and cannot be applied to a broader group of employees at 
Company X.  
Reliability of a research means the repeatability of measurement results. The results 
cannot be random. For example, the scores of the measurements performed by a person 
1 and a person 2 should be correlated. In this thesis, the survey evaluated the 
experiences of today which makes the survey unique. It was, however, very difficult to 
evaluate the circumstances, feelings and motivation of an employee while responding to 
the statements in the web. The collection of the data, input, processing and analysis 
should be made with care (Heikkilä 2014, 28). As the survey was performed via the Excel 
Forms, the data was received easily. The analysis was kept very simple and the results 
were presented as frequencies to avoid any misinterpretations of relative frequency due 
to the small sample sizes.  
It can be argued, if the sample size was good enough and if the response rate was too 
low. It was understood that the response rate of Group A (54%), the number of non-
responses, may have caused some inaccuracy in results. To avoid any 
misinterpretations, the responses were analyzed between Group A and Group B as well 
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as between analysts and managers. If needed, the same quantitative survey can be 
taken again. This time no reliability analysis was performed. It was evaluated that the 
responses received represented well enough the full population. 
The answers, which were analyzed by the SWOT-analysis, can be interpreted as unique 
and from that perspective the survey would not necessarily provide repeatable results. 
However, the answers from both quantitative part as well as from qualitative question 
contained the same elements. This method of mixing both quantitative and qualitative 
methods can be seen successful in this survey.  
The anonymity of the respondents was guaranteed and the researcher did not receive 
any background information about the respondent. The following statement was added 
to the introduction of the survey: "Please note that this is a web-based survey. As such, 
technically anonymity cannot be guaranteed. The underlying technology layer may, for 
example, collect IP addresses. We guarantee, however, that the results collected will not 
contain any potentially identifiable elements. The recipients of the survey results will not 
be able to identify you or your answers, nor will they know whether you participated in 
the survey, unless you or other participants add an identifiable element in the answers. 
The results collected will not be used to evaluate performance of employees." In 
Appendix 3 no records are shown for the role of “Other” (two respondents) to guarantee 
the anonymity. Similarly, the responses are not analyzed based on the role plus the 
functional group, instead based on the role or the functional group.  
Validity of a research means the ability of a meter or method to measure exactly what it 
was meant to be measured (Hirsjärvi et al. 2010, 231). How successful the questions 
were, and did they give the answers to the research problem (Heikkilä 2014,177)? As 
stated in Chapter 4.2, the meters were designed to measure people’s experiences of this 
journey of becoming more agile. Most of the questions were related to daily work to keep 
the questions close to practice. All of the questions reflected back to the theory of the 
agile mindset and organizational agility. The last question gave a possibility to write 
additional comments about the “Company X Agile ways of working”.  
There can be a risk that the questions of the survey have been interpreted differently 
than the researcher thought (Hirsjärvi et al. 2010, 232). When it comes to agility and agile 
mindset, which are somewhat vague concepts, the simplicity of the questions was to be 
ensured. The questions and statements were formulated in a way that the topics 
remained close to practice. However, when interpreting the answers, it was noticed that 
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some of the statements were presented at a too general level. Therefore, additional 
investigations or discussions are recommended. On the other hand, the aim of the 
research was to gather some feedback of the experiences for the first time. The results 
can be seen as the starting point for further discussions.  
Quantitative research methods, such as a survey, are to be used if the terminology and 
the subject of the topic are concrete in a way that everyone has the same understanding 
about the concepts used. As there was a risk that “agile mindset,” for example, is a term 
understood differently by each of the respondents, the concept was used only once in 
the survey. The target was to keep the statements as concrete and simple as possible 
to avoid any misinterpretations and misunderstandings. In addition, most of the questions 
were related to daily work to keep the questions close to practice. The focus was to get 
an insight into people’s experiences of this journey of becoming more agile. The last 
question gave a possibility to write opinions about the “Company X Agile ways of 
working”. That is the concept used in internal communications by the company. 
In the SWOT-analysis, there is a risk that the analyzer has misunderstood the answer or 
has miscategorized it based on his or her own interpretations. On the other hand, in this 
survey, the analyzer had a deep understanding about the opinions and topics presented 
as being a colleague of the respondents. 
Evaluation of the results of the thesis and suggestions for further research 
The results of the research correspond well to the mindset that appears and can be felt 
in the daily work at Company X. As stated, the researcher works at WEU RD and 
therefore is able to evaluate the accuracy of the results. On the other hand, it can be 
argued if it is good that the researcher knows the respondents and the working 
environment. However, the survey was conducted in the web and the researcher did not 
have any anticipatory communication with the respondents. Additionally, the questions 
and statements were designed by the researcher alone and no-one else from the 
company was involved. 
As described in the chapter of methodologies this survey was supposed to give an 
overview about the topic: how people are seeing the journey of becoming more agile in 
their daily work. The research method selected, the survey, did not allow extra, more in-
depth questions and therefore the next step would be to perform more research by using 
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qualitative methods like interviews. The sample could be less but more targeted. The 
goal would be to understand the answers more in depth. 
Generally speaking, as the number of agile organizations grow and more real-life 
experiences are gathered, there are vast possibilities and very much a need to perform 
more investigations. 
Marleena Valtasola (2012) in her master’s thesis brings up several organizational 
theories, which originate back all the way to mid-20th century and which have elements 
similar to agile. Systems Theory, Contingency Theory and the concept of Change, for 
example, give some background to the agility of today.  Responsiveness and responsive 
organizations are concepts often heard today. According to Honkonen (2018) systems 
thinking is one of the building blocks for a responsive organization. Responsive 
organizations and agile organizations share many characteristics but are often mixed up. 
The connections and differences of Systems Theory, responsiveness, agile 
organizations, for example, could be interesting topics for further research. 
While investigating agility it became very clear that an understanding about change 
management is needed. In this thesis it is argued that the change it is mainly about the 
change of managers. However, it is known that there are several aspects in agile which 
effect on leadership. For example, the focus on customers, in other words the customer 
orientation changes leadership. The change and change management in agile 
transformations are topics for further research. 
Human communication and interaction are very important aspects in understanding the 
relationships in teams and networks. Whichever the structures, cultures, and systems 
with methodologies are, the interaction between individuals stay. Humanity and 
interaction are comprehensive themes in every organization at every level and therefore 
when talking about transformations it is essential to remember that in the end, it is all 
about people. Even agile mindset focuses on people as such, it is recommended, 
especially to those working with the change, to have deep knowledge over collaboration 
in working life, human communication and social interaction. 
As stated above, human-centeredness is entering to every level of work. In his book 
”Reinventing Organizations” from 2014, Frederic Laloux introduces a culture model of 
human-centric and soulful organizations. Laloux draws insights into soulful organizations 
which bring out more human potential, where everyone can make meaningful decisions, 
where the management including roles and practices are redesigned and where the 
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companies also take care of their societal and environmental footprints. Self-
management, wholeness and evolutionary purpose are the breakthroughs of this model. 
The book introduces a few examples of companies in the world following this “Teal” 
culture. Very probably there are also companies in Finland which have elements from so 
called “Achievement (orange)” or “People (green)” cultures and moving towards the new 
“Shared Power (teal)” culture. The culture of “Teal” could be seen as the next steps for 
organizations to evolve. 
We are sailors on an ocean of change and the organizations we are part of are the ships we sail. 
We cannot sail against the prevailing winds, but we can learn to work with the wind and the waves 
and harness their energy to arrive at the destinations we aspire to reach. It is in this process of 
learning that some of our greatest opportunities lie. – Michael H. Hugos 
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Appendix 1: Agile Manifesto and Principles, 2001 
Manifesto for Agile Software Development 
We are uncovering better ways of developing 
software by doing it and helping others do it. 
Through this work we have come to value: 
Individuals and interactions over processes and tools 
Working software over comprehensive documentation 
Customer collaboration over contract negotiation 
Responding to change over following a plan 
That is, while there is value in the items on 
the right, we value the items on the left more. 
 
 
Principles behind the Agile Manifesto 
We follow these principles: 
Our highest priority is to satisfy the customer 
through early and continuous delivery 
of valuable software. 
Welcome changing requirements, even late in  
development. Agile processes harness change for  
the customer's competitive advantage. 
Deliver working software frequently, from a  
couple of weeks to a couple of months, with a  
preference to the shorter timescale. 
Business people and developers must work  
together daily throughout the project. 
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Build projects around motivated individuals.  
Give them the environment and support they need,  
and trust them to get the job done. 
The most efficient and effective method of  
conveying information to and within a development  
team is face-to-face conversation. 
Working software is the primary measure of progress. 
Agile processes promote sustainable development.  
The sponsors, developers, and users should be able  
to maintain a constant pace indefinitely. 
Continuous attention to technical excellence  
and good design enhances agility. 
Simplicity--the art of maximizing the amount  
of work not done--is essential. 
The best architectures, requirements, and designs  
emerge from self-organizing teams. 
At regular intervals, the team reflects on how  
to become more effective, then tunes and adjusts  
its behavior accordingly. 
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Appendix 2: Survey with questions and statements 
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Appendix 3: Responses per roles 
The mean, mode (Mo) and median (Md) for responses per roles. Analyst (n=44), 
Manager (n=14), Other (n=2). For Other, too few records to be shown here. 
6=Strongly agree, 5=Agree, 4=Slightly agree, 3=Slightly disagree, 2=Disagree, 
1=Strongly disagree. Neutral answers (Neither agree nor disagree) disregarded when 
counting the mean. Neutral answers are taken into account for the mode and median. 
For the totals, the results of "other" are counted but not shown. 
  Statement Role Mean 
Mode 
(Mo) 
Median 
(Md) 
“A
gi
le
 t
ra
n
sf
o
rm
at
io
n
 a
t 
C
o
m
p
an
y 
X
” 
          
I have received enough information 
about the organization becoming more 
Agile. 
Analyst  4.93 5 5 
Manager  4.86 5 5 
Other       
    Total 4.83     
I have received enough information how 
the changes at the organizational level 
are reflecting the work at my level. 
Analyst 4.91 5 5 
Manager 4.67 5 5 
Other       
    Total 4.77     
I have received enough information to 
understand why this transformation is 
needed.  
Analyst 4.88 5 5 
Manager 5.29 5 5 
Other       
    Total 4.91     
          
"O
rg
an
iz
at
io
n
 a
n
d
 o
u
r 
o
w
n
 w
o
rk
” 
          
I understand how my own work is giving 
value to the customers.  
Analyst 5.28 5 5 
Manager 5.29 5 5 
Other       
    Total 5.29     
This organization values the personal 
development and growth of its 
employees. 
Analyst 5.02 5 5 
Manager 5.14 5 5 
Other       
    Total 5.02     
I am strongly dedicated and committed 
to the future of this company. 
Analyst 5.23 5 5 
Manager 5.50 5 and 6 5.5 
Other       
    Total 5.25     
          
 
Appendix 3 
TURKU UNIVERSITY OF APPLIED SCIENCES THESIS | Kaisa Pusenius 
  Statement Role Mean 
Mode 
(Mo) 
Median 
(Md) 
“A
gi
le
-t
ra
in
in
gs
” 
          
I am pleased with the content of the 
trainings provided to me related to Agile. 
Analyst 4.83 5 5 
Manager 4.92 5 5 
Other       
    Total 4.82     
I am able to put the topics learnt into 
practice in my day-to-day work. 
Analyst 4.66 5 5 
Manager 4.79 5 5 
Other       
    Total 4.71     
The trainings were giving me eagerness to 
learn more about Agile.  
Analyst 4.87 5 5 
Manager 5.08 5 5 
Other       
    Total 4.94     
          
“A
tt
it
u
d
e”
 
          
I am always willing to help my colleagues 
when needed. 
Analyst 5.70 6 6 
Manager 5.64 6 6 
Other       
    Total 5.70     
I am not afraid of taking risks. 
Analyst 5.05 5 5 
Manager 5.29 5 5 
Other       
    Total 5.12     
I am willing to adapt my working and 
thinking according to the needs of the 
company.  
Analyst 5.32 5 and 6 5 
Manager 5.50 5 and 6 5.5 
Other       
    Total 5.33     
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  Statement Role Mean 
Mode 
(Mo) 
Median 
(Md) 
“C
o
-o
p
er
at
io
n
 b
et
w
ee
n
 t
h
e 
G
ro
u
p
s”
 
We, both Groups together, have well 
enough transparency and visibility on 
work via the Kanban-board (the full 
cycle: to do, in process and done). 
        
Analyst 4.70 5 5 
Manager 4.75 4 and 5 4.5 
Other       
    Total 4.65     
The existing structure of teams and 
divisions is supporting cross functional 
co-operation.  
Analyst 4.28 5 4 
Manager 4.08 4 and 5 4 
Other       
    Total 4.15     
The co-operation between Group A 
and Group B is working well. 
Analyst 4.66 5 5 
Manager 4.18 5 4 
Other       
    Total 4.49     
          
“D
ai
ly
 w
o
rk
 in
 t
ea
m
s”
 
          
In my team I feel secure and trust to 
share my thoughts.   
Analyst 5.56 6 6 
Manager 5.57 6 6 
Other       
    Total 5.54     
In my team we are continuously 
looking for ideas to improve the ways 
we work. 
Analyst 5.32 6 5 
Manager 5.42 5 5 
Other       
    Total 5.35     
In my team we have a collaborative 
attitude. 
Analyst 5.52 6 6 
Manager 5.57 6 6 
Other       
    Total 5.54     
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  Statement Role Mean 
Mode 
(Mo) 
Median 
(Md) 
“C
o
m
m
u
n
ic
at
io
n
” 
          
In my team the communication is clear. 
Analyst 5.32 5 5 
Manager 5.36 5 5 
Other       
    Total 5.32     
The communication is clear between all 
building blocks in WEU RD. 
Analyst 3.74 4 
between 
neutral 
and 4 
Manager 3.75 
3 and 
4 
between 
neutral 
and 4 
Other       
    Total 3.69     
The communication between senior 
leaders and employees is good in my 
organization. 
Analyst 4.29 4 4 
Manager 4.36 5 4.5 
Other       
    Total 4.27     
          
“P
er
so
n
al
 w
el
lb
ei
n
g”
 
          
I have enough time to learn and 
develop myself. 
Analyst 4.31 5 4 
Manager 4.69 5 5 
Other       
    Total 4.45     
Most of the time, I enjoy and feel well 
in my work. 
Analyst 5.18 5 5 
Manager 5.43 6 5.5 
Other       
    Total 5.23     
I believe that agile mindset in 
organizations could improve wellbeing 
at work.  
Analyst 5.14 5 5 
Manager 4.92 5 5 
Other       
    Total 5.10     
          
 
